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Providing access to information and knowledge that allow organisations and 
individuals to fully engage in agricultural and rural development activities in African, 
Caribbean and Pacific (ACP) countries has been the hallmark of CTA’s work. 
This publication responds to the increasing need for organisations to think and plan 
strategically about managing and using their information and knowledge resources in 
an efficient and effective manner. Lack of strategy for information and knowledge 
management was identified as a major gap when CTA conducted a series of needs 
assessment studies across the ACP regions to gain an insight into the needs and 
capacities of various actors in the agricultural and rural development sector. Further 
gaps were observed due to lack of information sharing and dissemination approaches 
within institutions, making it difficult for organisations to learn lessons from past 
practices and effectively plan, monitor, and evaluate their activities. The studies 
covered hundreds of agricultural and rural development (ARD) institutions and 
consultations were held with senior policy-makers and planners from a wide cross-
section of institutions. The need to help organisations develop and implement an 
information and communication management (ICM) strategy emerged as the top 
priority, which bodes well with CTA’s current emphasis on integrating knowledge 
management (KM) with ICM, as reflected in its new strategic plan. 
Based on a thorough review of what had been done in this area, CTA embarked on the 
development of two publications – a Facilitator’s guide and a User’s manual – in 
collaboration with ICM and KM practitioners. The exercise involved writing, organising 
regional methodology validation and training of trainers workshops in the Caribbean, 
Pacific, Southern, West and Eastern Africa. The manuals are the output of a highly 
collaborative and consultative process aimed at filling a clearly identified need.
The manuals stress the importance of teamwork, consultation and getting the buy-in of all 
stakeholders who will be affected by and involved in the actual crafting of the ICKM 
strategy. They examine implementation, monitoring and evaluation issues with useful tips 
and tricks. Users of the manuals are also encouraged to refer to the CTA/KIT/IICD 
publication Smart Toolkit for Evaluating Information Projects, Products and Services 
for more tools and useful insights in this area. ARD organisations are encouraged to work 
together to develop their information and communication management (ICM) strategy 
and in doing so, share their information resources and experiences. 
CTA welcomes any feedback on these manuals as well as experiences in using them for 





When this journey began on a cold winter’s day in December 2003, no one could have 
imagined the numerous twists and turns that would be taken to arrive at the end 
products we have today. The Information and Communication Management Strategy 
Development Manuals are the result of a huge collaborative undertaking spanning 
Africa, the Caribbean and Pacific regions, involving hundreds of senior policy makers, 
planners and information practitioners in agriculture and rural development. 
On behalf of CTA, I would like to take this opportunity to thank: all the participants in 
the needs assessment studies, priority-setting exercises and regional workshops for 
giving of their time and providing useful insights and feedback; the peer reviewers for 
providing the academic tempered with practical experience-based suggestions and 
recommendations to improve the documents; RUFORUM for providing the requisite 
pedagogical expertise; and, last but by no means least, the authors who toiled 
relentlessly and diligently to ensure a high quality and extremely relevant output. I 
would also like to express my thanks to the management of CTA for their continuous 
and steadfast support throughout this process.
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This Facilitator’s Guide has been developed to meet a need expressed by agriculture 
and rural development organisations in African, Pacific and Caribbean (ACP) countries 
highlighted in the needs assessment studies conducted from 2003-2012 by CTA (The 
Technical Centre for Agricultural and Rural Cooperation). In response to this need, 
CTA has embarked on developing this guide and training selected professionals from 
ACP countries who in turn train more professionals in their home countries. As such, 
the manual primarily aims to meet the need for building ICM strategy development 
skills of agriculture and rural development organisations in ACP countries. These 
organisations range from small NGOs to medium-sized organisations, to large 
government departments or research institutes. The suggestions the guide contains 
can be adapted to local conditions. Within these organisations, the primary target 
audiences of the guide are information and communication professionals (information, 
communication, ICT, archives) and others involved in, or entrusted with the 
responsibility for, managing the information and communication activities of their 
organisations. Ideally, the target trainees should have formal university-level training 
in some area of information, communication or ICT, and some years of relevant work 
experience in ICM to be able to actively participate in the training and to conduct 
training on their return to their home countries.
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By the end of this topic you should be able to:
1 describe information and communication management (ICM)
2 describe ICM strategy 
3 explain why ICM and ICM strategy are important to organisations
4 outline the challenges of proving the value of information to organisations.
| Key Terms / Concepts
ICM, ICM strategy, Value of information, Communication
| Introduction
This module focuses on what ICM and ICM strategy are and why they are important. 
In doing so, it first describes what ICM is. To highlight the importance of ICM, the 
module attempts to establish that information is one of the critical resources for 
organisational decision-making and problem-solving. For effective generation, 
processing, sharing, storage and disposal of information and knowledge, organisations 
need ICM functions. Further, for the effective generation, processing, sharing and 
storage of information, ICM functions need to be guided by ICM strategies. This 
module explains why information is of value to organisations and the challenges of 
proving in quantitative terms its value. The benefits of ICM strategy are enumerated 
at the end of the module.
Box 1.1: The concept of information
Information can be understood as existing on a continuum that runs from data, to 
information, to knowledge. In this sense, data are facts and figures resulting from 
observation or measurement processes that have not been processed for use. Here 
‘unprocessed’ can be understood in the sense that no specific effort has been made 
to interpret or understand the data. Information is data given context, and endowed 
with meaning and significance. Knowledge is information that is transformed 
through reasoning and reflection into beliefs, concepts and mental models. The 
interrelationships among data, information and knowledge are hierarchical where 
data represents the elementary and crude form of existence of information; 
information represents data endowed with meaning; and knowledge represents 
information with experience, insight, and expertise. For its optimal value, 
information has to be communicated. Communication is the process of exchanging 
or transferring information between a sender and a receiver via some medium.
Source: Adapted from Gordana Dodig-Crnkovi, cited in Zins, 2007 (p. 482)
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1 What is ICM  and ICM strategy?
ICM is the process by which an organisation efficiently plans, acquires, organises, 
transforms, uses, controls, communicates, disseminates and disposes of its 
information, communication and associated resources. ICM comprises the 
management of all activities related to information and its communication to target 
audiences within and outside the organisation.
ICM is necessary for any type of organisation, no matter what its size – a large 
government ministry, a medium-sized regional research institution or a small non-
governmental organisation, because it enables organisations to better appreciate and 
exploit the value that information has for their proper functioning, better performance, 
efficiency, competitiveness and continued success. Information is now recognised as 
one of the critical resources, alongside finance, personnel, raw materials and 
equipment, in the operation and management of organisations. It is particularly 
important for making informed decisions and for effective problem-solving. In the 
organisational context, informed decision-making and problem-solving lead to cost 
savings, time savings, value creation and innovation. 
Box 1.2: Information saves time and money
Different studies have shown that:
•	middle managers spend up to 25 per cent of their time searching for the 
information required to do their jobs.
•	corporate executives spend more than 20 hours a week looking for information.
•	knowledge workers spend from 15 to 35 per cent of their time searching for 
information.
•	government agencies are primarily engaged in providing services to citizens, 
businesses and internal clients that are information-based.
•	a major portion of staff time in general is used for information gathering, verifying, 
communicating and preserving for future use.
Sources: Lachance, 2009; Bailey, 2003; EMC/Documentum Partner; 
Feldman and Sherman. 2001
•	Access to organised, processed and usable information facilitates the generation of 
new ideas, solutions and processes which are the basis for innovation.
•	Accurate, timely and usable information on the experiences and achievements of 
similar organisations allow organisations to benchmark and reduce operating costs 
by minimising risky activities and build on what has already been achieved 
elsewhere.
•	Access to and use of accurate, timely and usable information saves organisational 
time by allowing employees and management make speedy decisions and avoid 
replicating existing information, processes and tools.
•	Accurate, timely and usable information on target audience and clients facilitate 
organisations to tailor-make products and services to meet the needs, priorities and 
use capabilities of their target audience.
What is ICM and  
why is it important?1.1
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In an agricultural research organisation, for example, scientific and best practice 
information is the basis for modifying defective research design, developing new or 
improved technologies and information, confirming research findings and approaches, 
minimising the cost of regenerating existing knowledge and applying and adapting 
knowledge to local settings.
To effectively serve its audience and clients, an organisation also depends on timely, 
accurate and usable information on:
•	the needs, characteristics and capabilities (expertise, technology, language) of the 
target audience (individuals, groups, community, organisations)
•	the information, information products and information services that need to be 
communicated to the target audience
•	the formats (digital – PDF, XML, print, etc.) and media (pamphlets, posters, books, 
newsletters, CD-ROM, audio, audio-visual, etc.) that are convenient, accessible and 
easy-to-use by the target audience
•	the channels (library, mass media, websites, workshops, mail, telephone, email, 
social networking tools, etc.) of communication suitable to its target audience
•	the time and place appropriate for the target audience to receive information and 
information products and services.
Information is also vital for the existence of organisations because almost all 
organisational activities have informational components and depend on timely, 
accurate, usable and relevant information.
This information can be acquired and made accessible efficiently only through 
purposefully-designed and systematically-operated organisational functions, 
integrated processes and systems. These purposefully-designed functions, processes 
and systems constitute the ICM capabilities of an organisation, usually functioning as 
a library, documentation unit, information services, publications unit, communications 
unit, public relations unit, media centre, resource centre, data centre, registry or other 
similar set ups.
Each organisation needs its own unique functions because:
•	the information and knowledge that each needs is specific and individual in content 
due to the organisation’s specific objectives and current information management 
and technology capabilities;
•	information comes from diverse sources and formats, requiring filtering, prioritising 
and repacking to ensure its relevance and usability for the specific organisation; and
•	each organisation would gain from putting in place information tools and processes 
to achieve competitiveness, benefit from the experiences and achievements of 
others, and exchange and communicate across time and place efficiently with 
organisations in the same business.
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Organisations also need a well organised and resourced ICM set-up to meet the 
emerging challenges of providing access to electronic information. The last three 
decades have witnessed exponential growth in information generation, availability 
and accessibility. The vastness of the information, the diversity of the quality, format 
and source of the information, and changing technological and skill requirements 
make access to, and dissemination of, electronic information both a challenge and an 
opportunity to organisations.
Box 1.3: In-house information services are a vital resource
Different studies have shown that:
•	a large proportion of managers (from 40 and 84 per cent) felt that information 
provided by their company’s information service led them to better decisions or 
made them consider a new dimension or handle some aspect of the decision-
making process differently.
•	organisations without libraries spend about two to four times as much to acquire 
information as organisations with in-house libraries.
•	it is 2.3 times more expensive to provide information from outside sources than 
from an in-house library service.
Source: Volpe National Transportation Systems Center, 1998
What is ICM  
and ICM strategy?
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Having an ICM function alone does not lead to effective identification, acquisition, 
organisation, communication, utilisation and disposal of information and knowledge 
relevant to the objectives of the organisation. Indeed, most organisations have ICM 
functions in one form or another in place; the problem is that often the existing ICM 
functions are not capable of executing the tasks required of them, because of lack of 
clearly-defined goals and objectives, resources, professional leadership, management 
support, information policy and strategy etc. ICM strategy is one of the instruments 
that could lead ICM functions to develop their own goals and objectives, acquire 
resources, attain professional leadership, gain management support and ensure a 
coordinated approach.
ICM strategy is a plan of action designed by an organisation, with the participation of 
staff and other stakeholders, on the objectives, processes and resources to effectively 
and efficiently acquire, use and communicate information to achieve the organisation’s 
goals and objectives. It reflects the attitude, intentions, decisions and commitments of 
the organisation about information and ICM (i.e. how these are created, handled and 
used to meet the goals of the organisation). ICM strategy is the organisation’s game 
plan for strengthening performance through proper information and knowledge 
management. It may be a stand-alone strategy, or it may constitute part of the 
organisation’s overall strategic plan. Without an information and communication 
strategy, the organisation has no road map to guide the information and communication 
functions. ICM strategy defines: 
•	the information and knowledge that the organisation needs to achieve its goals and 
objectives
•	how the organisation acquires, manages and uses its information and knowledge
•	how information and knowledge is communicated both inside the organisation and 
between it and its external environment
•	the skills and resources needed to enable the acquisition and utilisation of relevant 
information and knowledge
•	how and when the action plan is implemented
•	the methodology for monitoring and evaluation of the action plan.
In other words, ICM is the implementation of a sound ICM strategy.
What is ICM strategy  
and why is it important?1.2
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An ICM strategy formulated with the participation of staff members and other 
stakeholders and implemented efficiently and effectively can bring specific benefits to 
an organisation including (adapted from Orna, 2004):
•	alignment of information and communication activities and resources with the 
objectives, goals and priorities of the organisation;
•	enhancement of information and knowledge development, flow, preservation, use, 
exchange and impact;
•	integration of all information and communication activities and resources;
•	elimination of unnecessary duplication of information and communication activities 
and resources;
•	enhancement of information cooperation within and outside the organisation;
•	ensuring resource allocation for information and communication activities;
•	establishment of environmental scanning and monitoring and evaluation of 
information, information products and communication activities;
•	ensuring integrated and informed technology and systems acquisition, deployment, 
and utilisation; and
•	improvement of access to information locally generated and held elsewhere.
On the other hand, the absence of an ICM strategy typically leads to a number of risky 
and undesirable organisational scenarios (adapted from Orna, 2004).
•	Employees have to undertake information and communication responsibilities 
without adequate support and training.
•	The information management platforms, systems, formats and procedures used in 
the organisation differ from one unit to another.
•	Information is presented in formats unhelpful for the intended users.
•	Essential information for creating the organisation’s products and services are 
poorly communicated.
•	Systems and IT investments are made without referring to organisational objectives 
or the needs of the staff.
•	Information and knowledge possessed by the organisation (staff, documents, 
databases) is not identified or made accessible to the entire organisation.
•	Outcomes of actions are not adequately recorded; failures and mistakes are buried.
•	The different units of the organisation are in fierce competition and rivalry over 
information and communication activities and resources such as ownership and budget.
•	The different units of the organisation duplicate data capture, storage and updating efforts.
•	Information sources (study documents, consultancy reports etc.) are found scattered 
in different offices and are not registered as organisational information resources.
What is ICM  
and ICM strategy?
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In many instances both management and staff of organisations, particularly those in 
less developed countries, do not recognise the importance of information or ICM. 
Reasons for this lack of recognition include:
•	lack of awareness of the value of information, especially in economic terms
•	lack of awareness of the benefits of proper information and communication 
management as they relate to efficient and effective resource management
•	the challenge of generating tangible evidence to convince management and staff of 
the importance of ICM.
Demonstrating the value of information and ICM, especially in quantitative or 
monetary terms, continues to be a challenge to the information profession. The fact 
that they have to meet this challenge, often adversely affects the image, bargaining 
power (e.g. when it comes to competing for a slice of organisational budget with other 
departments) and general respect by management and staff of information 
professionals in developing countries.
Creating an awareness of the value of information and ICM rests primarily on 
information professionals like you. In this context, it is commonly suggested that 
information professionals consider the following approaches to generate the evidence 
needed to prove the value of their information services and products: 
•	measuring time saved
•	determining actual monetary savings or gains
•	providing qualitative, anecdotal evidence of value.
The most practical and useful way to meet this challenge is also to monitor and 
evaluate (M&E) your products and services so that you can measure time saved and 
monetary savings made, and record anecdotal reports of value.




Information policy and ICM strategy: An organisation’s ICM strategy is related to its 
information policy. A policy is typically described as a principle or rule to guide decisions 
and is usually longer lasting. An information policy comprises short statements on the 
principles relating to the management of information and communication within the 
organisation. The ICM strategy puts the information policy into practice by setting out 
objectives, with targets and actions to achieve the objectives in a defined period of time. 
The focus of this Facilitator’s Guide is the ICM strategy, but bear in mind that, if your 
organisation does not already have an information policy, it will be beneficial to develop 
one before moving on to develop an ICM strategy.
Organisational and national ICM strategies: Although ICM strategies are usually 
discussed at the organisational level, they could also be designed for at national level. 
The key distinction between the two levels will be one of focus and scope. As with any 
ICM strategy, the focus of a national ICM strategy will be on ICM issues relevant across 
sectors and organisations within the country, while that of an organisational ICM 
strategy will be limited to addressing the specific ICM needs, constraints and 
opportunities of the organisation developing and implementing it. These two levels of 
ICM strategy could at times encourage contradictory attitudes and actions. In such 
cases, the organisation has to carefully study and decide if the needs of the 
organisation, as reflected in the organisational ICM strategy, should be ignored in the 
interest of the country, as reflected in the national ICM strategy. The organisation 
should also consider other options to meet the needs of the organisation if the national 
strategy is accepted as having precedence over that of the organisational ICM strategy.
| Learning activities
Group work
1 Form a group of four to six people, select a chair, rapporteur and presenter and 
discuss/brainstorm on the following issues1:
– key organisational factors affecting the status/image/acceptance of ICM and ICM 
professionals in the trainees’ organisations
– three instances where the timely availability of relevant information has made a 
visible contribution or made a difference in a concrete decision-making/problem-
solving process in the trainees’ organisations
– three instances where the absence of ICM policy or strategy led to a problem, 
misunderstanding, waste of time, poor decision or conflict of interest in the 
trainees’ organisations
– three pieces of evidence that the trainees’ organisations are doing effective and 
efficient ICM (if available)
– the reason why proving the value of information and ICM units is challenging.
Present your group discussions to plenary; discuss the differences and similarities 
among the different groups on the topics presented to plenary.
 
1  In the interest of time, the facilitator may have to select only some of the questions 
below to be deliberated on by each group.
Related concepts1.4




1 Why is information critical to an agricultural research organisation?
2 How does ICM help organisations meet their objectives?
3 Why does every organisation require its own ICM functions or capabilities?
4 What are the commonly suggested approaches for information professionals to 
consider in their attempt to show the organisational value of information?
5 What is an ICM strategy and why is it useful for an organisation to have one?
– Give three examples of undesirable organisational scenarios believed to result 
from the absence of an organisational ICM strategy. Select those examples that you 
have experienced in your own organisation.
| Summary of topic
ICM is necessary for any type of organisation because it allows organisations to 
appreciate and exploit the value that information has for their proper functioning, 
better performance, efficiency, competitiveness and continued success. Information is 
considered a critical organisational resource/asset, particularly for making informed 
decisions and effective problem-solving. In the organisational context, informed 
decision-making and problem-solving are the basis of cost and time savings, value 
creation and innovations. To effectively serve and maintain its importance to its 
clients, an organisation also depends on timely, accurate and usable information.
Having an ICM function alone, does not lead to the identification, acquisition, 
organisation, communication and utilisation of information and knowledge relevant to 
the realisation of the objectives of the organisation. ICM strategy is one of the 
instruments that could help improve the identification, acquisition, organisation, 
communication and utilisation of information and knowledge relevant to the realisation 
of the objectives of the organisation. ICM strategy is the expression of the attitude, 
intentions and commitments of the organisation about information and ICM (i.e., how 
these are created, handled and used to help meet the objectives and goals of the 
organisation). It provides a direction and a plan (on how to get there) to ensure 
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Start the presentation with Slide 2 highlighting the main issues to be covered in Module 1.
Keep in mind that the overall aim of this module is to introduce trainees to the 
concepts and issues related to ICM and ICM strategy so that they can develop an 
appreciation and understanding of the ICM and ICM strategy concepts and their 
importance in helping realise organisational objectives. In light of this, aim to ensure 
that, after completing the module, trainees are able to: 
•	describe information and communication management (ICM)
•	describe ICM strategy
•	explain why ICM and ICM strategy are important to organisations
•	outline the challenges of proving the value of information to organisations.
As this is the first module of the training, make sure that trainees are aware of the tone 
of the training and make your presentation lively and engaging by constantly bringing 
trainees into the discussion, question and answer sessions, etc.
•	When you finish discussing the definitions of ICM on Slide 3, mention that ICM can 
also be viewed as a management activity combining information management, 
communication management and ICT (information and communication technology) 
management.
•	As you describe why ICM is important on Slide 4, refer to the definition of 
information given in Box 1.1 of the manual to ensure that trainees have a common 
understanding of ‘information‘.
•	While discussing Slide 5, mention the research findings presented in Box 1.2 of the 
manual to support the argument that information can save time and money for 
organisations.
•	Pose the following question related to the concept of ICM when you finish Slide 8:
– Whether they have ICM functions in their organisations and how useful the 
functions have been in contributing towards organisational goals. What have been 
the barriers or enablers for the current level of performance of the ICM functions 
in their organisations?
•	Encourage at least three trainees to share their experience/views on this.
•	As you go through Slide 14, refer to the longer lists of benefits of having and risks of 
not having an ICM strategy in the manual. At this juncture, ask trainees which of the 
risky situations sound familiar to them and which of the listed benefits are urgently 
needed by their organisations.
Facilitator’s note
The brief below provides guidance on the different training activities that a trainer should consider during the 
training (i.e. during presentations, group activities and plenary sessions), and the timings for the different 
activities for this topic. See Appendix 1 for the list of materials required to present this module. 
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•	When you reach Slide 16, invite trainees to ask questions as Slide 16 brings you to 
the end of the presentation of the concept of the ICM strategy. Also, ask them to 
share their experience regarding their ICM environment with the aim of helping 
them further appreciate the importance of having an ICM strategy to address their 
ICM gaps, constraints and opportunities. Specifically, you can consider the flowing 
questions to motivate trainees to take part in the discussion:
– Whether their organisations have ICM strategies in one form or another. If they do 
have one, the advantages gained so far from having it.
•	Encourage everyone to participate in this discussion and question and answer session.
•	After ensuring that all trainees have shared their views and have received answers 
to their questions, quickly take them through the related concepts of information 
policy and the issue of proving the value of information – one of the barriers to 
winning the support of management and employees in developing and implementing 
ICM strategies in many developing countries.
•	Allow time for further questions and answers/discussion on the related concepts.
Group activities
Following the discussion on related concepts, inform the trainees that the next part of 
the session will be a group discussion/brainstorming on issues that have been selected 
to discuss the key concepts of Module 1 – ICM, ICM strategy and the value of 
information. 
•	Go through the discussion questions presented in the final slide of Module 1, explaining 
the questions and what the trainees are expected to do during the group activity.
•	Then help trainees to form groups of four to six members. Instruct each group to 
select a chair, rapporteur and presenter.
•	Allocate discussion areas for each group. Group discussion areas should have already 
been set up before the trainees arrived.
•	Once all the groups are in place, make a quick stop at each to see if it has started the 
discussion, give further explanations, etc. Continue supporting the group activity by 
quickly going from group to group at regular intervals.
•	When the discussion time is up, reconvene the class, and ask each group to present 
the output of their discussions in a plenary.
•	Allow question and answer sessions after the presentation of each group and another 
session after all groups have presented.
Wrap up Module 1 by summarising the main points of the presentation and 
discussions. Remind trainees to read the relevant reading materials and do the review 
questions for the module as soon as they have time to do so, but before the second day 
of training. Ask each trainee to complete and return the session evaluation form 
(Appendix 4) before Module 2 starts.
What is ICM  
and ICM strategy?
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Timings for the different activities of Module 1
•	Presentation: 45 minutes
•	Discussions and question and answer sessions during or after the presentation: 15 minutes
•	Group activity: 30 minutes
•	Plenary and wrap-up of module: 25 minutes







2.1 Mobilising resources  and reporting
| Learning Objectives
By the end of this topic you should be able to:
1 describe different approaches to encouraging management and staff to ‘buy-in’ to the 
importance of developing an information and communication management strategy
2 explain the steps to be taken to set in motion a strategy development process
3 develop a terms of reference (TOR) for the strategy development activity
4 differentiate between information generators, information managers 
and information users
5 describe the process for the organisation of a strategy development team.
| Key Terms / Concepts
Strategy development, Planning, Team building,  
Leadership, Resource mobilisation
| Introduction
In Module 1, you will have gained a better understanding of the importance and value 
of an information and communication management (ICM) strategy. You will have come 
to appreciate that information and communication management without a strategy 
is not ‘management’. As a result, you may even have begun some informal discussions 
with your colleagues. Perhaps someone has said, “How do we go about developing an 
ICM strategy? Where do we begin?” This section will provide some answers to these 
questions. The main consideration is that every situation is different, and that there is 
no right and wrong way to proceed. Accordingly, every response will be different. 
However, there are a few key issues to consider, and these are discussed in detail in the 
following sections.
Irrespective of the starting point or the driving factor(s), developing an ICM strategy 
is about change. Individuals may be required to change their working practices or the 
content of their jobs; organisational units may take on board new responsibilities or 
tasks, but lose others; organisations may amend their organisational structure. Change 
can be both exhilarating and threatening, at the same time, and this should be 
acknowledged by all involved in driving change. Staff implementing an ICM strategy 
will be required in all likelihood to adopt new attitudes and new practices.
The paper by Deutschman (2007) in the section on Useful Reading/Links/References 
gives a good overview of how difficult it is for most people to adapt to change. A short 
video presentation by Robert Pennington illustrates how influencing emotions rather 
than the mind can work well, with a practical example from the manufacturing sector. 
With a HR perspective in a university environment, a document from the University of 
Western Australia (2008) indicates the steps that can be taken to ensure that change 
in the work-force, where necessary, is done in an efficient and professional manner.
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2 Preparation  and  Planning Process
Gaining the approval of senior management and the commitment of all staff members 
to the process of developing an ICM strategy is absolutely critical. In other words, the 
initial focus of the preparation and planning stage should be on the creation of buy-in 
by all staff. ‘Buy-in’ means that individuals recognise the value and importance of what 
you are suggesting, and agree to share your commitment and, hopefully, enthusiasm. 
Once buy-in is created you will be ready to begin mobilising resources and planning 
for the collection of relevant data and information.
There are two critical success factors to consider when working on the creation of buy-in 
for the development and implementation of an ICM strategy: 1) commitment from all 
staff – from the management team, line staff and support staff across your institution; 
and 2) the presence of a ‘change agent’ or champion of the idea within your institution.
The introduction of new ideas, concepts and procedures requires approval and 
commitment from your senior management. One of the main reasons for you need 
commitment and approval from top management for the formulation of an ICM strategy 
is that the process requires time. Staff must spend time in group meetings for the 
deliberation of information and communication needs, and for devising creative 
strategies as future directions are identified – all of which generate costs for the 
institution, even as the process is executed. Another reason for obtaining approval 
from senior management is that you may need permission to access information or 
individuals. A directive authorising heads of departments to facilitate scheduled 
interviews and group meetings signifies management’s approval of and commitment 
to the development of an ICM strategy.
The function of a change agent or champion in your institution is to propel the process for 
the formulation of an ICM strategy. The change agent, personally motivated by the benefits 
to be derived from the utilisation of an ICM strategy, will need to be knowledgeable, 
persistent, flexible, non-threatening in demeanour, and be capable of networking at the 
intra-departmental level as well as in the inter-institutional arena. The champion will also 
be relentless in introducing the change, which is particularly important in the initial stage. 
Cases where the champion of the ICM strategy is not a member of the management team 
can be a challenge – though not an insurmountable one.
Who should lead the development of the ICM strategy? This is an important question 
as it indicates the individual or individuals with the greatest stake in the outcome. 
Here are two scenarios using a government Ministry of Agriculture as the example:
1 You’re the Chief Information Officer for the ministry. From comments made by your 
staff, your colleagues or your ‘clients’, you come to the decision that things are not 
working well. It might be that you are not delivering the products and services 
people want; or it might be that you realise that accessing information, or 
disseminating it, is not managed well. Or you realise that in order to be allocated 
the resources (budgetary as well as material) to do your work, you need to develop 
a ‘business plan’, to make the case for improved resources. You decide that an ICM 
strategy is what’s needed. As a member of the senior management team, you can 
make the case for this activity at the senior staff meeting and seek the resources 
necessary to undertake the activity. With senior management’s support, you also 
have the means to co-opt other staff to assist.
2.1.1 The strategy development process
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2 In the second scenario, you are a member of the support staff in the publications 
unit. You’re not very senior in the organisational structure, but you are competent 
at your job. Moreover, you are keen to do the best that you can. But you see time and 
time again that you are asked to do things that don’t make sense. For example, you 
realise that the brochure you design or the library service you offer accomplishes 
very little in the way of helping staff or clients. You know that your skills could be 
improved. You know you don‘t have the budgetary resources to buy the equipment, 
stationery or printing services needed. You talk with your colleagues; perhaps you 
mention this to staff in other departments. The situation will not be resolved unless 
an ICM strategy is developed. The opportunity arises during the annual meeting to 
plan the following year’s activities and budget, and you make a case to your 
manager that an ICM strategy development activity be included in the work-plan.
Note that although we use a government ministry as the example throughout this guide, 
the same methodology can be used for an organisation of any size, but please refer to 
Appendix 3 for an approach to developing an ICM strategy for a small organisation.
Both these scenarios are real enough. But the responses will be different. In the first 
scenario, the chief information officer, as a member of the management team, can 
probably see the big picture, and has a better understanding of each of the separate 
operational areas in the organisation. Partly because of this, and partly because of 
access to the key decision-makers, they are in a position to get things moving fairly 
quickly. However, it is also possible that the incumbent does not have specific ICM 
skills, being a manager more than a practitioner.
In the second scenario, there are relatively more obstacles to undertaking strategy 
development, particularly in gaining support from the line manager and sensitising 
your colleagues to the need for an ICM strategy – to avoid the conception by colleagues 
that you’re ‘getting above yourself’. One of the ways of sensitising colleagues to the 
need for an ICM strategy might be through quarterly or annual reports. This would 
also be an opportunity to drive outcomes-based reporting of activities, which is a key 
ingredient of a strategy.
Advice to Facilitator 
Consider breaking the slide presentation at this point to run Learning Activity 1, as group work:
•	What arguments could the Chief Information Officer present to his/her management colleagues to convince 
them of the necessity for an ICM strategy?
•	What measures could the member of the publications unit take to lobby for an ICM strategy development 
activity among his/her colleagues, and to his/her management?
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At this point, you may want to consider the value of developing a ‘briefing paper’ to assist 
you in creating awareness among staff about what you have in mind and as part of the 
buy-in process mentioned above. A briefing paper should live up to its name and be brief, 
concise and to the point (no more than two pages in length). It should also be in a form 
that can be given to attendees at a presentation or in a meeting. A briefing paper will help 
you collect your thoughts and present them in a logical way. In the context of a 
presentation, a briefing paper will minimise the possibility that you are dragged down 
by questions about specifics, or being dismissed before you’ve had the opportunity to 
share your proposal. The briefing paper should include a number of key points.
•	What are the key information and communication products and services being 
provided? To whom? And by whom?
•	What are the key ICM issues (problems and opportunities)? Note organisational, 
technical and resource issues in relation to ICM.
•	Note any links to existing strategies or plans (especially to key outcomes of a national 
agriculture development plan or corporate strategy).
•	Advocate the development of an ICM strategy to provide guidance and a means to 
measure success and impact. Include perceived advantages.
This briefing paper will become the ‘Background’ part of the Terms of Reference for 
ICM strategy development which is discussed in Section 2.1.2 below.
Provided you have created buy-in for an ICM strategy development, you may now be 
asked to draw up a terms of reference for the activity. This is discussed in detail in the 
next section. 
 Terms of reference for  
2.1.2 ICM strategy development
A written terms of reference (TOR) will be there to guide you through the strategy 
development process and is a useful awareness-creating document, to inform others 
about the activity and what might be expected of them, e.g. participation in discussion 
groups, filling out questionnaires, demonstrating processes and products. Thus the 
terms of reference are part of ‘strategy communication’. Terms of reference also 
provide a written benchmark by which to evaluate the process and outcome of the ICM 
strategy development exercise and can be used to elicit participation and buy-in by 
various sections of the organisation. A sample TOR of an ICM strategy development 
exercise is given in Appendix 3.
Preparation  and  
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A TOR should include the following headings (with an indication of length/format):
1 Background – no more than one and a half pages
2 Objectives and scope – no more than two paragraphs
3 Expected outputs –a single paragraph with bullet points
4 Issues to be addressed – as a series of bullet points under two main headings
5 Methodology – no more than a single paragraph
6 Expertise required – no more than two paragraphs
7 Reporting – no more than one or two bullet points
8 Implementation schedule – bullet points
9 Co-ordination – a single sentence
10  Key documents – a list of as many as necessary
Information about what is required under each of the headings is given in Appendix 
2. In addition, the TOR will require a resource allocation for the various aspects of 
strategy development. The types of resources needed are presented in Table 2.1.1.
Table 2.1.1: Resource requirements for ICM strategy development
Activity Resource(s) needed Remarks
Stakeholder analysis A room to meet in, perhaps a 
facilitator
Not likely to incur any cost, 
apart from time
Situational analysis – information 
audit, needs assessment
Stationery needed for questionnaires, 
note-taking
Access to a computer for report 
writing
Transport to interviews and focus 
group meetings outside of the 
organisation
This is an area where much of 
the cost will be incurred
SWOT analysis (once data and 
information have been assembled 
[see Module 3.1])
A room to meet in, and a facilitator
Stationery, e.g. flip chart, markers, 
card, refreshments
Some costs, but not excessive
Presenting findings A room to meet in
Budget to print report and distribute
Note that additional printing 
costs will be incurred when the 
strategic plan is approved (i.e. 
after changes have been made)
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Whereas it is possible to go through the motions of developing an ICM strategy on your 
own, this is not recommended. Firstly, the extent to which others will buy-in to 
something that is the responsibility of another individual is reduced. Secondly, you 
need to involve others if you are to have any hope of truly developing a good ICM 
strategy, and the best way to do this is through their involvement at the conception 
phase. And lastly, developing a strategy is a lot of work made easier with the assistance 
of others. The terms of reference provide an indication of the particular skills, expertise 
and knowledge needed for the strategy development team.
The best way to approach the development of an ICM strategy is to bring together a 
team of people, each with a specific area of interest or responsibility. A team needs 
balance. Some team members will be included because they represent a department 
or area of activity, such as the head of livestock; other team members may be included 
because they are involved in day-to-day information activities such as the publications 
officer, librarian, head of extension or head of planning. Some team members should 
be managers or producers of information, e.g. broadcasters, while others should be 
information users, e.g. trainers. Some team members will be many things, e.g. 
planners, statisticians, researchers and information users, all in one.
A successful team is one that is composed of the right people, with the right set of skills 
and a good leader. A balanced team reflects the organisation as a whole. In a small 
organisation, such as an NGO, most staff members may be involved, wholly or in part; 
in a medium-sized to large organisation such as a research institute or government 
ministry, you will necessarily build a team which is a reflection of the organisation, and 
in particular, its information users, information managers and information 
generators. The following are desirable attributes for team members:
1 possession of strong interpersonal skills. Team members will be interacting with 
many staff members and stakeholders to elicit information.
2 prior experience of working as a team member. This is an advantage especially 
for carrying out assigned responsibilities and for participating in team discussions 
and brainstorming sessions. 
3 tact, patience and the ability to think ‘on one’s feet’. In the course of information 
collection, some respondents may be reluctant to provide information required for 
analysis. It will be necessary to think of alternative methods of eliciting a response 
during interactions with respondents.
In addition to forming a successful team, you need to consider who will lead the team. 
The first point to note is that the team leader need not be the champion, but should 
have the following attributes:
1 leadership capability. Team members need to be guided in accomplishing activities 
within specified time periods. Solutions to challenges will need to be found
2 a thorough knowledge of operational procedures in the organisation; this 
includes knowledge about inter-departmental functions. This kind of knowledge 
will override narrow views held by team members
3 familiarity with the culture of the organisation. Specific ways of circumventing 
problems, seizing opportunities and respecting certain administrative positions 
will not be written in operational manuals
 Setting up a strategy  
2.1.3 development team
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4 excellent communication skills. Communicating milestones achieved during the 
development process is essential for maintaining buy-in throughout the 
development of the ICM strategy document
5 an in-depth knowledge about the vision of the organisation. Particularly useful 
in guiding the team during discussions on the way forward and in the analysis of 
information collected
6 should be sufficiently senior in the organisation to have direct access to the CEO 
or members of the management team. Consultation and inputs may be required 
from the CEO or senior managers during the development process. The team leader 
should ideally have ready access – either through informal communication 
mechanisms via the telephone, or email exchanges or formally in writing. 
In situations where a suitable team leader is not identifiable within the organisation, 
an external consultant may be considered.
2.1.3.1 Information generators, managers and users
The first step, that of identifying or mapping information generation, management and 
usage in your organisation, will not only help you form the right team to carry out 
strategy development, but will also be useful when you come to carry out the 
information audit outlined in Module 2.2. 
According to BusinessDictionary.com, mapping is the “graphical representation of a 
procedure, process, structure, or system that depicts arrangement of and relationships 
among its different components, and traces flows of energy, goods, information, 
materials, money, personnel, etc.” 
Mapping is a rapid appraisal tool to determine which individual or section in the 
organisation does what, where and why. For example, who generates information, 
who manages information, and who uses information. To assist you in this endeavour, 
you might want to use a template such as that shown in Table 2.1.2 depicting a 
typical ministry of agriculture. Depending on the size and structure of your 
organisation, it can be amended as required.
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Someone engaged in farming is an information generator because of the experience 
they gain through the practice of farming, the knowledge that is built up about what 
does or does not work in given situations. [As more farmers and other similar categories 
are thought of as ‘information generators’, and that information and knowledge 
collected and collated, the better the overall outcomes will be.]
2.1.3.2 Criteria for strategy development team
The mapping exercise is intended to be carried out rapidly, but will provide a better 
overview of the status of information and communication activities, products and 
services in your organisation. The second step is to develop a set of criteria to help you 
put together the most representative team you can. The following selection criteria 
ought to be considered:
•	Specialisation – using the example in Table 2.1.2, you need to ensure that 
information generators, managers and users are equally represented on the team. It 
is not helpful to have one category excluded or marginalised at the expense of 
another. For example, stacking the team with information managers drawn largely 
from the information unit does not provide the breadth of experience and perspective 
needed. In some organisations, besides the information managers just mentioned, 
significant numbers of staff fall into two categories: 
– the researcher is a critical component of the team, by virtue of being an information 
user and manager, an information generator (by research) and ultimately, a 
communicator of information and knowledge
– the extension officer or development worker is an information user and a major 
contributor to information dissemination, technology transfer and training.
Table 2.1.2: Example of information generators, managers and users in a ministry of agriculture
Categories (areas of 
work activity)
Information generator Information manager Information user
Research   
Extension   
Policy and planning   
Information   
Marketing   
Education and training   
Farming   
Learning   
Preparation  and  
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•	Responsibility – the way an organisation is structured reflects different areas of 
responsibility, e.g. research, finance, communications. Not every area needs to be 
represented on the team, otherwise it becomes too large and unwieldy; but it is 
necessary to include different categories, for example, operational divisions (e.g. 
research, extension, livestock, special projects), support services (e.g. finance, 
human resources, IT) and management (one or more senior staff).
•	Level –the best team it is not always the one with the most senior staff. What matters 
more is that there is a good mix of skills and experience on the team, which can 
come from both lower-level staff as well as senior staff.
•	Gender – cultural preferences as well as other criteria may influence the male/
female ratio on the team. However, if it is anticipated that part of the strategy 
development will involve dealing with a specific gender, for example, women market 
stallholders or male merchants, and that is an issue, then this ought to be reflected 
in the team composition.
•	Leadership – every team needs a leader. The person selected to be a leader must 
have leadership qualities, be generally accepted as a person who is visionary, attracts 
respect rather than commands respect, is enthusiastic and can motivate staff, is a 
good communicator (and particularly, is a good listener), and is a consensus-builder 
rather than divisive. In certain instances, selection of the team leader can be by 
acclamation, or top management can select the person. Both these methods can be 
troublesome, but general consensus is a preferable way to choose a team leader.
For further information about team building, you might well start with a web resource 
created by Don Clark at Big Dog Little Dog (2011)1; Clark’s focus is on team leadership 
and he provides many pointers and links to additional material. For ideas about ‘groups 
that work’, Blair’s paper is useful. The Free Management Library has a useful web 
portal, ‘All about team building’, which is well worth consulting.
2.1.3.3 Next steps
Once an initial selection of candidates has been determined, the third step is to canvas 
the selected individuals to see if they are willing to serve on the team, and have the 
time to do so. At this point, you will have to give some indication of timelines and 
work-load, for example “We need to have completed this task in three months”; “We 
need to have this done quickly to feed into the annual work plan”; or “Your assistance 
is needed particularly in relation to services required by and provided to farmers”. 
Once all the candidates have confirmed their participation, the first meeting of the 
team should be used to go through the terms of reference (see Section 2.1.2) to 
ensure that everyone is fully aware of the task.





1 With reference to the two scenarios outlined at the beginning of Module 2.1.1: 
1) what arguments could the Chief Information Officer present to his/her 
management colleagues to convince them of the necessity for an ICM strategy; and 
2) what measures could the ‘humble information worker’ take to lobby for an ICM 
strategy development activity among his/her colleagues and to his/her 
management? [Learning Objective 1].
2 With experience of your own organisations, work as a group to quickly map out 
who or which section in the organisation generates information, who manages 
information, and who uses information. One group member to present [Learning 
Objective 3].
Individual work
1 Thinking about your own organisation, prepare a draft terms of reference for an 
ICM strategy development activity. You will have time to refine the draft TORs once 
you return home and engage your colleagues. You may be called upon to present a 
summary of the TORs to other participants prior to the workshop conclusion. You 
will be required to present the finalised TORs to the workshop organisers four 
weeks after the workshop [Learning Objective 5].
| Summary of topic
One of the greatest hurdles in ICM strategy development is getting started. This topic 
is intended to ease you into thinking about how you would begin, and generate the 
momentum within the organisation to facilitate the process. This is known as ‘buy-in’. 
As part of the buy-in process, you are encouraged to prepare a briefing paper with the 
purpose of creating awareness and gaining management approval for a strategy 
development exercise. Following the granting of approval, you may be asked to prepare 
a TOR for the activity, including the resources required. Advice is provided on creating 
a strategy development team. The team must be reflective of the organisation, and the 
team must have the capacity to carry out the strategy development.
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leadership.html
CTA/KIT/IICD. 2009. Smart toolkit for evaluating information projects, products and 
services (2nd edn) Wageningen, the Netherlands. http://smarttoolkit.net
Deutschman, A. 2007. Change or die. http://www.abettercity.org/docs/sustainability/
Fast%20Company,%20Change%20or%20Die.pdf
Free Management Library. All about team building. http://managementhelp.org/
grp _ skll/teams/teams.htm
Pennington, R. It’s not personal: understanding why people behave the way that they 
do [video]. http://www.resource-i.com/pennington _ INPvideoINTRO.html
University of Western Australia. 2008. Organisational change guidelines. http://www.
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Facilitator’s notes
Timings for the different activities of Module 2.1 
•	Presentation: 15 minutes + 5 minutes
•	Group activity 1 (and discussion): 15 minutes (45 minutes) 
•	Group activity 2 (and discussion): 25 minutes (55 minutes)
•	Independent activity (start): 60 minutes
•	Total time: 3 hours 40 minutes
Resources available
•	Template for terms of reference – Appendix 2
•	Sample TOR for strategy development team – Appendix 3 




By the end of this topic you should be able to:
1 explain the purpose of assessing the current ICM situation in respect of strategy 
development
2 discuss the various tools, methodologies and approaches to analysing the current 
situation
3 describe the process of organising a stakeholder analysis for your organisation 
4 design a framework for a situation analysis of ICM in your organisation
5 perform a SWOT analysis
| Key Terms / Concepts
Intelligence brief, Information needs assessment, Information audit, 
Stakeholder, Situation analysis, SWOT analysis
| Introduction
In Module 2.1, it was suggested how to create buy-in for management for an ICM 
strategy development exercise, how to draw up a terms of reference (TOR) for the 
exercise, and how to form a strategy development team to implement the TOR. 
Information and communication management (ICM) is about managing information 
and communication activities within an organisation, and the resources used to 
develop and provide information products and services. The first phase in the strategy 
development process is analysing the current situation with respect to ICM within 
your organisation. Not only is this critical to developing a credible strategy, it means 
you are reviewing the immediate situation, one that you are most familiar with, and 
thus is less intimidating.
In Module 2.2, you will be introduced to the issues you have to consider and the tools 
and methodologies you will need to analyse the current situation of your organisation 
from the perspective of both the internal and external environment. In particular, we 
will look at two distinct, but interrelated activities:
•	an information needs assessment (section 2.2.1), to assess the current situation, 
comprising desk research (internal/external), an internal information audit and a 
stakeholder analysis (mainly external)
•	a SWOT analysis (section 2.2.2), to help your team identify relevant strategies for 
inclusion in an ICM strategy document
To assist you in this endeavour, a case study is presented (Box 2.2.1) of a fictional but 
representative Ministry of Agriculture. However, the same methodology can be used 
with any organisation, no matter whether it is a large, medium-sized or small. This will 
be referred to when an example is needed.
Analysing the current 
situation2.2
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Box 2.2.1: Case study: Ministry of Agriculture
[Name of Organisation] is reconstructing itself after a significant period of social 
unrest verging on civil war. All the institutions of government as well as the economy 
have to be rebuilt almost from scratch. Given that over 85 per cent of the population 
are involved in agriculture, mainly at the subsistence level, the reestablishment of 
the Ministry of Agriculture is critical. For decades prior to the unrest, the Ministry 
of Agriculture has been providing an agricultural information service to farmers. 
The ‘service’ comprises extension leaflets, the majority of which are more than 15 
years old, a library/information centre frequented in part by Ministry staff (to read 
the local newspaper or use the wireless internet) but mostly by schoolchildren, a 
single radio show of 15 minutes broadcast twice, and around 350 extension officers, 
only a few of whom have easy access to information other than what is in their head.
Frustration has built up in staff in various departments (extension, research, 
livestock, quarantine) in the Ministry to the extent that they have used whatever 
skills they possess to prepare extension leaflets and posters of one kind or another, 
of very variable quality, and run farmer field schools, mostly together with senior 
extension officers. The situation as described is documented by an information 
needs assessment that was carried out recently. There is clearly no strategic intent 
behind the deployment of staff, funds and physical resources. A new information 
manager has been appointed and he is keen to break the cycle of neglect and start 
delivering on services.
Advice to Facilitator:  
Consider breaking the slide presentation at this point to run Learning Activity 1, as group work:
1 Given the scenario presented as a case study in Box 2.2.1, what does the group consider the key data and 
information that ought to be found to inform the strategy development process?
2 How would the group set about obtaining the data and information?
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An information needs assessment encompasses a number of different elements, the 
intent of which is to contribute to assessing the current situation. These include:
•	desk research (section 2.2.1.2)
•	information audit (section 2.2.1.3)
•	stakeholder analysis (section 2.2.1.4)
However, before the team can commence the needs assessment, there are a number 
of issues that ought to be discussed. This forms the basis of preparation (section 
2.2.1.1). This is to ensure that all strategy development team members are thoroughly 
aware of the issues and environment being investigated. The three main issues are:
•	What are information and communication products and services?
•	What is the difference between an internal and external ICM environmental analysis?
•	What are the tools and methodologies we can use to undertake the situational analysis?
2.2.1.1 Preparation
ICM products and services In Module 1, a discussion was presented about information 
and communication management, what it is, why it is important, and to what extent it 
adds ‘value’ to an organisation. And we have hitherto talked about information and 
communication products and services. But what are they exactly? In the context of 
analysing the current situation, it is useful to be clear about exactly what is meant by 
‘products and services’.
The management of information and communication activities and projects within 
your organisation results in a set of products and services. An information and 
communication product could be:
•	an agriculture library / information resource centre
•	a series of leaflets or booklets
•	a radio or TV programme
•	a demonstration plot
The term information resources is often used to describe tangible, static resources 
such as a library, database, paper files, instructional videos, sets of archival 
photographs or maps. There are also information resources that are not within the 
domain of the information unit, for example, in departments as diverse as HR, finance 
and IT. The difference between an information resource and an information product 
is minimal. If there is any meaningful difference, it has largely to do with the perception 
that a product is created, usually by the ICM unit within the organisation (but not 
always, as you will find); whereas, a resource such as a library or bibliographic 
database may be assembled by the ICM unit, but the content it contains may have 
been created elsewhere. It’s a tenuous and insignificant difference at best.
2.2.1 Information needs assessment
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An information service represents the delivery of an ICM product; or the utilisation 
of that product in specific ways. If we consider the list above of the four ICM products, 
the services that might be provided could include, for each of our example products 
above:
•	library/information centre – question and answer service, document delivery, 
bibliographic searches
•	leaflets/booklets – delivered as part of awareness campaigns or training events
•	radio/TV programmes – to provide a market information service to farmers, to create 
awareness or transfer information about pest management practices, new varieties, 
new agricultural opportunities
•	demonstration plot – an opportunity to create awareness, engage and train farmers
We can see that ‘products and services’ are inextricably linked to each other. To 
attempt to distinguish between the two is not worth the effort. What is worth your 
time is ensuring that all products and services created and offered by your 
organisation, by whichever unit or department, for whichever stakeholder category, is 
identified and listed in your situational analysis.
Internal and external ICM environment It is critical for you to appreciate that while 
you are trying to develop an ICM strategy for your organisation, you cannot do this 
effectively without considering both the internal and external environment. Figure 
2.2.1 (below) shows in context the analysis needed for each of the two environments.
Figure 2.2.1: Internal/external ICM environment
Assessing the internal environment Assessing the external environment
The internal analysis considers the information environment within an organisation. 
This will enable you, within your organisation, to identify the producers and users of 
information; the managers of information, and the skills and resources available to 
them; and information products and services being provided.
The external analysis will enable you to identify the producers of information in 
other organisations that you may require (in part, identified during the internal 
information audit) and the information products and services being provided by these 
other organisations. An external analysis is critical to strategy development because 
it places your organisation in context, and is the basis for cooperation and collaboration. 
What takes place in the external environment can affect your organisation’s mandate, 






















Apart from the stakeholder analysis later on in this module (section 2.2.1.4), we will 
be focusing on how to undertake an analysis of the internal environment and then later 
we will focus on the external environment.
Tools and methodologies for needs assessment Before we go much further, you 
should be familiar with the tools and methodologies that you can use to obtain 
information from people. The tools fall into four different categories: interviews, 
questionnaires, focus groups and observational studies. Each has a particular usage 
and place.
Human interaction in the form of interviews and focus group meetings has a major role 
to play in helping you understand the current situation. Focus group meetings can be 
used as a rapid appraisal of information needs, and allow a wider number of people to 
participate.
There are two forms of interviews: formal (with more closed questions) and semi-
formal (with more open-ended questions, e.g. “What is your opinion on...?”). Whichever 
is chosen, each question must contribute to the information or understanding needed. 
Interviews can be conducted face-to-face or via telephone, depending on needs and 
resources. In those instances where you or a member of your strategy development 
team is unfamiliar with or lacks confidence in interviewing people, refer to Box 6 in 
the User’s Manual.
There are three types of questionnaire: one with open questions (where the answer 
is not suggested), one with closed questions (essentially, tick the box) or a combination 
of both. Whichever type is adopted, each question must contribute to the information 
or understanding needed. It is critical that you decide how the results are to be 
analysed before implementation. And always pre-test your draft on at least one 
member of each of your target groups, and then revise the questionnaire as necessary 
before administering the final questionnaire. A sample questionnaire suitable for an 
information needs assessment is given in Table 2.2.4; for a more wide-ranging survey, 
refer to Appendices VI and VII in the User’s Manual. For more information on 
designing questionnaires, refer to the Smart toolkit2.
Focus groups and peer group discussions allow for blue-sky thinking 
(‘brainstorming’), and are useful for consensus building and development of 
partnerships. Group meetings or discussions require a focused agenda, an adept 
moderator and a good rapporteur. For an example of the planning necessary for a focus 
group discussion, refer to Appendix VIII in the User’s Manual.
Another way of obtaining information is through observation (behavioural studies). 
For example, in an information centre, how do people (customers and operators) 
behave? Observe an information exchange (requestor/provider) or a database search 
(human–machine interaction) or watch people’s reaction to a poster or radio broadcast.
You are now ready to begin the information needs assessment which will be in three parts:
•	desk research – a profile of the organisation; and an ‘intelligence brief’ (section 2.2.1.2)
2  Smart toolkit, pp. 120–126 (or go to http://www.smarttoolkit.net/?q=node/409), on 
setting up and facilitating focus groups, pp. 127–132 (or go to http://www.
smarttoolkit.net/?q=node/410) and on conducting interviews, pp. 141–144, (or go 
to http://www.smarttoolkit.net/?q=node/415).
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•	information audit – an assessment of the ICM needs of staff, examines processes and 
structure, determines the extent to which they are aligned with the goals of the 
organisation (section 2.2.1.3)
•	stakeholder analysis – who are the stakeholders in the organisation, what are they 
being offered, and to what extent does it meet their needs (section 2.2.1.4)
2.2.1.2 Desk research
We begin our needs assessment by conducting desk research. It is called ‘desk 
research’ because it can take place primarily at your or a team member’s desk. The 
purpose of this desk research is twofold:
•	to prepare a brief description of your organisation – an organisation profile
•	to prepare a summary of the external environment – an intelligence brief
Desk research is a summary of information on a topic for which there is existing 
research, or published and printed information.
Organisation profile A profile is a brief description of your organisation. It is not just 
about your organisation’s mission, vision, objectives and goals, which are relatively 
easy to find. It is also about the following:
•	organisational structure – the different departments and their functions
•	stakeholders – categories of stakeholder and the relationship they have to your 
organisation
•	organisational standing – how your organisation fits within the overall scheme of 
things (a NGO will ‘fit’ differently to a government ministry, for example)




This information may be found in the corporate strategy, annual work plans, annual 
reports, web pages etc.; or in newspaper articles and media releases. You must find out 
how information and communication fits within the overall organisation and in 
particular, how it meets its organisational objectives.
Box 2.2.2 shows an example of the mission, vision, objectives and goals for a 
fictitious Ministry of Agriculture. 
Box 2.2.2: Mission, vision, objectives and goals of the Ministry  
of Agriculture
Mission
To promote, improve and lead agricultural development in [name of country] to a 
profitable and environmentally sustainable future by being the premier provider of 
information, research, extension, education, regulatory and other services to 
improve the agriculture sector.
Vision
Enhance and promote sustainable agriculture and rural development in [name of 
country] for economic stability, food security and to improve rural livelihoods.
Objectives
•	Enhanced food security and alleviated rural poverty
•	Promoted, developed and reinforced policy and regulatory framework for food 
production
Goals
•	To ensure production of traditional staple food crops is improved and maintained 
to keep pace with population growth
•	To implement a nationwide cocoa and coconut rehabilitation programme to 
revitalise existing stands
•	To pursue the Millennium Development Goal of poverty alleviation to ensure each 
citizen has access to a nutritionally-balanced meal on a daily basis.
Advice to Facilitator:  
Consider breaking the slide presentation at this point to run Learning Activity 2, as group work:
1 Given the information presented in Box 2.2.2, what does the group consider the implications for the ICM 
strategy development process of the Ministry’s mission, vision, objectives and goals?
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You will need to describe the organisational structure within your organisation so 
you can later identify where information and communication activities take place. For 
example, an organisation may have the publications unit responsible for producing the 
annual report, extension materials and perhaps other print materials. But the statistics 
section may also prepare publications, such as a weekly summary of market prices. So 
although the statistics section is not obviously an information unit as such, it operates 
as such. And this is something that needs to be recognised.
Figure 2.2.2 Ministry of Agriculture organisational structure
Figure 2.2.2 shows that the Information Unit reports directly to the CEO. This could 
be either because management recognises that the Information Unit provides products 
and services to all units; or, unfortunately as is sometimes the case, because 
management was unsure where to place the Information Unit. The operational units, 
Research, Extension and Quarantine, all report to a head of Technical Services, and 
Finance and HR to a head of Administration. 
A key piece of information to be recorded is categories of stakeholder and the 
relationship they have to your organisation. It may well be, for a publically-funded 
organisation, that it is the general public at large. However, the more you can define 
particular categories, e.g. smallholder farmers, commercial planters, fishermen, 
schoolchildren, rural women, the easier it will be to describe the relationship they 
have to your organisation. For example, the relationship a farmer has with a ministry 
of agriculture, which is rightly or wrongly to be a ‘beneficiary’, is quite different to 
which the same farmer has to his or her local co-operative or farmers’ association, 
where he or she is a member and thus ‘owner’. This relationship matters when you 








Each and every organisation fits into the overall scheme of things in a particular way. 
When we refer to organisational standing we are trying to capture this. Essentially, 
it has to do with attributed or perceived mandate. Thus a government ministry derives 
authority and responsibility for particular areas determined by the government of the 
day, or by legislation. Up until relatively recently, a government ministry of agriculture 
has assumed the right to be the sole provider of agricultural information to farmers. 
Curiously, the farmers subscribed to this view whilst at the same time seeking 
information and knowledge from a wide range of sources, e.g. other farmers, 
agricultural merchants, their own reading or listening. Today’s landscape has changed 
considerably, and so NGOs and community-based organisations have become prolific 
providers of what is essentially agricultural information. Whereas the ministry may 
view its provision of agricultural information as part of nation building or development, 
some other organisations are more ‘activist’, meeting a particular agenda such as 
organic agriculture, grassroots democracy or sustainability. These differing facets 
should be captured in your organisation profile. 
Most large organisations prepare development plans, which set out their ideas and 
aspirations perhaps two years, or three, or even five years into the future. Development 
plans are mostly published and provide an insight into where the organisation is heading. 
A brief summary or commentary on the organisation’s development plans should be 
included because these plans will have an impact on how your ICM strategy is formed.
Intelligence brief An intelligence brief identifies the socio-economic, political, industrial 
and other external changes and developments that can impact negatively or positively 
on the mandate, direction and programmes of an organisation. However, these changes 
and developments are likely to be beyond the control of your organisation; in other 
words, you can’t do much to counteract them, but you ought to pay attention to them. 
When you come to undertake your SWOT analysis (section 2.2.2), your findings will 
feed into opportunities and threats, and thus are extremely important.
Socio-political and cultural context – many nation states encompass linguistic, 
ethnic, religious and cultural differences. You should note the extent to which these 
might impact on your organisation and in particular on the ICM strategy development 
process. For example, in societies where women cannot mix freely with men, then 
your strategy to provide information access points (i.e. venues) will have to document 
how it will address this (e.g. by having different opening hours for men and women, 
with staff of the appropriate gender). More commonly, your strategy to disseminate 
information to farmers throughout the country will certainly have to take account of 
the language farmers speak, and their level of literacy (in the case of printed materials).
Policies (e.g. ICT/ICM, national agriculture plans, educational objectives) – if your 
organisation is a governmental one, you will be required to ensure that your 
organisation’s overall strategy is in line with the government’s objectives. If your 
organisation is non-governmental, you have a free hand to pick and choose what you 
allow to impact on your organisation. Any policy that has an impact on strategy 
development must be identified and the way it impacts noted.
Economic – even when national and local economies are going through a period of 
positive growth, information-related activities are usually constrained by a shortage of 
economic resources. Given the current worldwide financial crisis, you should bear in 
mind that economic resources may well be even less available; for example, your 
customers may be unable to pay for your information products and services.
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Technological – in today’s fast-moving, technological world, what was new and 
innovative last year will be overtaken by something newer and more innovative this 
year. Developments in information and communication technologies (ICTs) – new 
products, applications and uses – are definitely beyond the control of your organisation. 
So too are the facilitating technologies such as mobile telephony, access to the Internet 
and electrification that all have a major impact on your and your organisation’s ability 
to use these new ICTs to deliver additional or improved ICM products and services. 
Your intelligence brief should consider, among other things:
•	phone and internet providers in the country
•	phone and internet products and services, e.g. mobile phone banking, information 
services (see below)
•	extent and stability (or otherwise) of the national telecommunications and power 
infrastructure
•	capacity of suppliers to meet the need for equipment/software supply, support and training.
Other information suppliers/providers – which other organisations are providing 
information to clients or from whom do you or your organisation acquire its 
information? What products and services do they provide? Experience shows that 
information acquisition is a complicated activity. For example, your staff may seek out 
information from another organisation because what they have to offer is better and/
or more appropriate than anything your organisation has. Or it may be that it’s simply 
easier to ask, than begin the often futile or time-consuming task of finding the 
information you seek within your organisation.
One area to be particularly clear about is the role regional and international 
organisations play as information providers. Depending on where you live, there may 
be a dominant regional organisation that has traditionally been a major producer and 
disseminator of information. Or it may have been in the past but because of budgetary 
or organisational constraints, it no longer is – which places a bigger burden on other 
organisations. Your organisation may be rich enough to afford the products and 
services of commercial information suppliers, where you pay for access to databases 
and electronic publications.
Another area to consider too is the question of competitors in the provision of 
information services and products. Depending on the size of the agricultural market, 
agricultural suppliers may provide technical advice and information in a way not 
dissimilar to traditional extension agents. The only difference is that the customer is 
given technical advice and information that relates to the products and services sold 
by the company. So it is not an entirely altruistic exercise. Nevertheless, in some 
countries, the agricultural supplier’s agent may well be the only extension-type person 
the farmer sees, and as such, is a vital element in the information environment. This 
needs to be documented.
Networks, networking, collaboration – A critical area to look at is the availability of 
networks, such as a national information network, or a NGO-led community network. 
For each network, describe its particular attributes, purpose, membership and 
activities and identify opportunities for collaboration. If no such network exists, you 
may consider suggesting the formation of such a network. A network may lead to 
better utilisation of resources by enabling the sharing of the development and 
management of information products and services.
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2.2.1.3 The information audit
The information audit is a key activity in the information needs assessment. There is 
no right or wrong way to proceed with an information audit and they take time to do 
properly. Information audits focus on processes. The purpose of auditing is to identify 
and describe existing information assets, resources, processes, systems, people 
involved, budget, needs, shortfalls, problems etc. You should examine to what extent 
the existing ICM is supportive of, achieving the overall organisational goals. There are 
five types of audit or assessment:
•	information audit – general enquiry into the range of information and communication 
products and services, and how they are managed
•	ICT assessment – a specific investigation into computer hardware/software, 
telecommunications, internet
•	financial assessment – funding and budgets
•	HR audit – focusing in particular on the capacity of staff to manage information and 
communication activities
•	information gaps – looks at what information is not available, for which there is a need.
Each type is discussed below in more detail, to ensure that wherever you are with your 
investigation, you have some pointers as to what data and information to look for and 
document. Basically, what you are trying to do in the information audit is find answers 
to the following questions:
•	What are the information and communication needs of staff?
•	Which (and where) are the critical information and communication gaps and 
shortfalls, as well as potential duplication of effort?
•	Who generates information in your organisation? Who are the users of this 
information? Who manages this information (and how)?
•	Are the information and communication resources, products and services aligned 
with the vision and goals of the organisation?
An information audit explores in detail the information and knowledge assets 
available and their management and exploitation. It examines the processes by which 
information is managed within the organisation (or not, as the case may be). The 
information audit will be the largest activity undertaken during this analytical phase.
Certain aspects of the audit may touch upon the other assessments, particularly the 
ICT assessment, HR audit and financial assessment. This is not a bad thing, but it 
could become confusing. Table 2.2.1 provides a framework for an information audit.
The areas for analysis include the organisation’s information resources, products and 
services; the capacity of staff to manage and develop the resources, products and 
services; and information suppliers and clients.
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Table 2.2.1: Information products and services
Area of interest Specifics Comments
Information 
resources
What information resources are held by the 
organisation? Include such things as libraries, 
information databases (e.g. statistics, bibliographic 
databases)
In all instances, note the extent of 




What information products are created by the 
organisation? Include publications, databases, radio 
shows, videos (all formats)
In all instances, note any funding 
constraints/opportunities 
involved in creating the products, 
the format and target audience
Information 
services
What information services are provided by the 
organisation? And for whom? Include question and 
answer services, bibliographic searches, document 
acquisition and delivery, demonstration and training 
activities




Where does the organisation acquire information? 
Whilst the organisation may acquire information 
from within itself (e.g. by research), some information 
may be supplied by others. Which others? In what 
form (e.g. books from CTA)
In all instances, identify the 
suppliers, note any costs involved 




Who are the major clients of the organisation, in 
terms of information dissemination?
In all instances note the type of 
information provided, format, 
whether costs are involved, how 
the client makes contact and is 
served
Using the case study presented in Box 2.2.1 as an example, the strategy development 
team might look at the following aspects:
•	the range of publications issued by the ministry, the titles and year of publication. 
Give an opinion as to their quality, or ask potential users for their opinion
•	the physical space, constraints and opportunities for the library/information centre 
space, particularly in relation to separating the scientific and technical library from 
the information centre
•	the staff, their qualifications and experience. Note the skills available, whether 
derived from experience or from attending courses or training activities
•	the resource collection, its age and ‘usefulness’ (this is best determined by users, but 
the team might have an opinion; after all, they might be users too).
An ICT assessment considers all aspects of the information and communication 
technology (ICT) used in the organisation. This includes, but is not limited to, the 
availability of: computers, application software, printers and other peripherals, access 
to email and the Internet and telecommunication equipment. This assessment should 
also consider the capacity of existing staff to manage and make best use of the 
technology and its applications, including social media. Table 2.2.2 sets this out in 
more detail. Depending on the organisation, not every element in the table will be 
relevant, and other elements may have been omitted.
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Table 2.2.2: ICT assessment template
Technology What to assess Comments
Computers Who has a computer, and what do they do with it, e.g. 
preparing reports, databases, desktop publishing, email
Type: desktop/laptop
Age and general status
Networking and wi-fi capabilities
Hard drive storage space (available/used)
Memory installed (RAM)
Operating system (version and legitimacy)
Extent of, and support for, the hardware
Some ‘new’ computers are 
old technology and some 
computers will have been 
assembled from different 
machines, spare screens, 
keyboards, etc.
Application software Type and version of application software, e.g. Microsoft 
Office, Internet browser
Specialist application software for publishing and 
multimedia (e.g. InDesign), databases (e.g. FileMaker 
Pro) and mapping (GIS applications)
Whether the software is a legal copy or a pirated edition
Extent and currency of virus protection
Extent and quality of software support
Capacity of staff to use the technology
Many computers are sold 
‘with software’; not all of 
the installed software or 
virus protection is 
legitimate which can cause 
problems
Peripherals Printers: type (laser/inkjet), age, purpose, access to 
consumables
Scanners: type, purpose
External data storage: storage space available, uses
Look for any procedures or 
policies regarding printing 
and data back-ups
Internet Extent and type of access to the Internet, e.g. dial-up or 
broadband, wired or wireless
Speed, reliability and cost of access and usage




Not all organisations want 
all staff to have email 
accounts or access to the 
Internet; often this is 
perceived as a perk of 
seniority. Look also for any 
written policies or 
directives about accessing 
the Internet
Telecommunications Telephone infrastructure in the organisation
Who has phones or tablets and what can they be used for
Use of mobile phones: personal or corporate
Look for any written 
policies relating to phones 
and phone use
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Based on the case study presented in Box 2.2.1, the strategy development team might 
examine the following aspects:
•	the age, condition and appropriateness of ICT hardware, including computers, 
printers, and network facilities
•	the range, version and appropriateness of the application software (and underlying 
operating systems) and whether they are legal or pirate copies
•	the access to, and use made of, the Internet and Internet-enabled technologies
•	the telecommunication infrastructure and applications within and outside of the 
organisation 
•	the capacity of existing staff to manage and make best use of the technology and its 
applications.
A financial assessment will help you assess cost. Cost is associated with staff, both 
employing and developing their skills; acquisition and storage of resources; 
infrastructure needed to manage/exploit information within the organisation 
(including its maintenance/replacement); production and dissemination of information 
products and services; and training of information users.
Look beyond the line item in the budget for information. The ‘cost of information’ is 
often hidden or rarely visible. For example, the research department may have funds 
set aside for producing research reports, in addition to a budget for the information 
section. What you are trying to show is the real cost of ICM activities in an organisation 
and you should define it as a percentage of the overall budget. In general, you will find 
that ICM activities are underfunded in relation to expected outputs. You need to gather 
the evidence.
Based on the case study presented in Box 2.2.1, the strategy development team might 
look at the following aspects:
•	the budget for ICM staff
•	any associated costs to provide for training, transportation, computer networking
•	the cost of managing the information centre, considering the source (and cost) of 
resources and equipment, consumables (paper, toner)
•	the actual production costs of publications
•	hidden costs such as postage to distribute publications, radio broadcast airtime.
A review of the HR situation relating to ICM within the organisation is important. 
This includes not just the staff employed directly on ICM activities (e.g. preparing 
publications) but IT staff, researchers (generating and synthesising information) etc.
You must ascertain the portion of staff time spent on information and communication-
related activities. Table 2.2.3 provides an indication of what you should look for in a HR 
audit. The form should be completed for each staff member involved in ICM activities.
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Table 2.2.3: HR audit
Area of interest Sample questions
Qualifications What qualifications and where awarded, plus date
ICM activities (examples) Responds to information requests (internal/external)
Prepares press releases or writes articles for the newspaper
Prepares training materials
Puts together brochures, leaflets and other extension material
Manages a library
Collects market data and enters it into a database
Research (generating and synthesising information)





The four types of assessment – information audit, ICT assessment, financial assessment 
and HR audit – are carried out to inform the strategy development team about the 
current situation. When they should be done and who should do each is detailed in the 
ICM strategy development TOR. In practice, all four assessments are often carried out 
at the same time, using questionnaires, conducting interviews or holding focus group 
meetings (see section 2.2.1.1 above).
Information gaps The assessments completed so far look at what is, but the 
information needs assessment also looks at what is needed i.e. the information needed 
– the gaps – by the ministry’s clientele according to their target group (e.g. small-scale 
farmers, plantation farmers, women’s groups). It answers questions such as:
•	What is the information content users are requesting, and what information is 
needed to meet these requests
•	In what form or format do the users need this information, when do they want it, and 
where do they want it?
To answer these questions, you must have a clear idea of who the ‘user’ is, which is 
why you needed to undertake a stakeholder analysis (section 2.2.1.4) before 
undertaking an assessment of where the information gaps lay.
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Place (town or village)
Province (region/district)
In general, what type of information do you look for?
Who do you contact for information (circle all that apply):
Yourself  Colleagues  Farmers  Consultants  Others (please describe below)
In general, where do you look for information, and on average how successful are you in finding it?
Source Find easily Find less easily Very hard to find
Use the Ministry library
Use own textbooks and reports
Ask colleagues in Ministry
Contact people outside Ministry
Search the Internet
Other sources (state)
What information do you need for your work that you can’t easily find?
Which organisations – local, national, regional, international – do you collaborate with most? And for what reason?
Table 2.2.4 is an example of a questionnaire that has been used to identify information 
gaps on behalf of staff within a Ministry of Agriculture. It is expected that the 
questionnaire can be completed in 10 minutes, so is not too distracting for the form 
filler. Of note is the fact that the form contains a mix of questions, from the personal 
(name, place, province) to open-ended questions such as “In general, what type of 
information do you look for?” which affords the opportunity for the respondent to be 
as specific or as general as he or she wants. Closed questions, such as those about the 
respondent’s sources of information, and their success in finding it, enable you as the 
investigator to acquire quantitative data, which is useful when comparing like with 




Another way of identifying information gaps, and good preparation for interviews and 
focus groups, is to review annual work plans for the organisation. Doing so will reveal the 
topics or areas of interest, and can help you build up a better picture of the type and range 
of information required, and also assess the extent to which it is currently available.
2.2.1.4 Stakeholder analysis
One of the key steps will be to consult stakeholders. Stakeholders can be directly 
involved or can be affected by information-related activities. Who are the stakeholders?
Stakeholders can be people in the same organisation, e.g. information-related staff; 
support staff especially IT and finance; users of products and services, e.g. researchers, 
decision-makers, extension agents; and gatherers of data and information, e.g. 
researchers, market data collectors.
Stakeholders can also be people outside the organisation, e.g. users of products and 
services such as farmers, merchants and traders, manufacturers and students, as well 
as suppliers (of resource inputs or infrastructure). Stakeholders can also be identified 
as target groups. Representatives from each of the target groups will need to 
participate in the information needs assessment, which will look at the content and 
format of information needed by each target group, as each group will have different 
information needs.
Involving stakeholders in discussions:
•	increases the likelihood that the current situation will be understood, and that the 
strategic objectives are grounded in reality 
•	reduces the fear that ‘change’ induces and increases the sense of ownership of the 
resultant strategy, and thus improves its chance of successful implementation.
How should stakeholders to be involved? There are four main ways stakeholders can 
be involved: interviews, questionnaires, focus or peer group discussion and 
observation. Each is discussed in turn in Section 2.2.1.1 above, which looks at the 
potential and use of each information-gathering tool.
One particularly useful tool is the KAP survey. KAP – Knowledge, Attitude, Practice 
– is most often seen used in the medical/health field. Nevertheless, it can also be used 
in the area of agricultural research and development. Barkat et. al. (2006), for example, 
report on how a KAP survey of resource-poor farmers in Bangladesh helped a project 
improve food security. A similar use of a KAP survey helped Khoram et. al. (2006) 
determine the extent of knowledge, attitude and practice among rural farmers in Iran 
about sustainable agriculture. When trying to undertake a stakeholder analysis, much 
that you want to know is about the extent of their knowledge, attitude and practice, 
KAP surveys could be useful.




The results of the desk research, intelligence brief, information audit and stakeholder 
analysis all provide inputs for your team to fully analyse the current situation. It is 
understandable if you feel overwhelmed with the amount of data and information the 
strategy development process has uncovered. Your team should now have some ideas 
about how the future should look. They now know a lot more about information and 
communication management in the organisation. And they also have some idea about 
what people think should happen.
An excellent way to bring all the parts together is to conduct a SWOT. The acronym 
SWOT stands for strengths, weaknesses, opportunities and threats. A SWOT is one of 
the tools that can be used to understand the current situation using the data and 
information you have collected (it’s also a good team-building exercise in its own 
right). To be meaningful, the SWOT analysis must be done, keeping in mind the 
achievement of the goals and objectives of your organisation. The team needs to have 
a clear understanding of each component in a SWOT analysis. Strengths and 
weaknesses occur because of actions taken by your organisation – they are internal 
factors and you have some control over them. Opportunities and threats occur beyond 
the control of your organisation – they are external factors over which you have largely 
no control. This is often represented as a matrix, as shown in Table 2.2.5 below. For 
more in-depth information on SWOT analysis, refer to the Smart toolkit3.
Table 2.2.5: A SWOT analysis matrix
Positive Negative
Internal Perceived strengths Perceived weaknesses
Positive characteristics and advantages of the 
information product or service
Negative characteristics and disadvantages of 
the information product or service
External Potential opportunities Potential threats
Factors which can benefit, enhance or 
improve the information product or service
Factors which can hinder the information 
product or service
 
Source: based on Table 3.15 in Smart toolkit (p. 116)




In relation to strengths and weaknesses, the things you might consider include:
•	the organisation’s information and knowledge assets
•	the information and communication products and services being provided
•	the organisation of information and communication management in the organisation, and 
the strength of relationships with outside organisations in information sharing networks
•	the organisation’s information and communication technologies
•	the capacity of staff to manage information and communication, in terms of skills 
and awareness
•	financial aspects of information and communication management.
In relation to opportunities and threats, the things you might consider include:
•	the political environment – government policies and strategies, legal issues
•	the economic situation – at the local, national and international level
•	social and environmental issues – socio-demographic factors, population trends
•	the technological environment – for example, new mobile telephone networks, 
telecommunication monopolies, cost and availability of hardware.
A SWOT analysis is most effective when it is approached as a ‘brainstorming’ exercise. 
People quickly become engaged – and passionate – in a SWOT, so a good facilitator 
(‘umpire’) is essential. Always ensure that there is adequate participation from the 
section or area being investigated, as well as representation from users of the product 
or service. If necessary, you may have to conduct a SWOT analysis in more than one 
location and therefore with different groups of people. If this is the case, always ensure 
that you ask the same questions during each analysis.
Do not be surprised that something can be both a strength and a weakness. For 
example, the popularity of a range of publications can be a strength, but the resources 
available to ensure they are up to date can be a weakness. Also, in some cases, a 
weakness can be turned into a strength – for example, your inability to complete all 
the research to update your wide range of fact sheets for farmers may lead you to 
revise the series and produce fewer fact sheets that better meet the specific information 
needs of this target group. And a threat can also be turned into an opportunity – for 
example, the economic downturn that has left your ministry with few economic 
resources may lead to more cooperation between libraries and information centres in 
the government ministries, resulting in better use of scarce resources.
A SWOT analysis of your findings from the information needs assessment will help you 
focus not only on what the real issues are, but draw out the disparate strands that 
collectively may lead to confusion. Under a SWOT analysis you are required to cut 
through the mass of information and data and focus clearly. That the SWOT analysis 
comes at the end of the situation analysis stage is no coincidence; it’s like having a 
barbeque for friends who have helped you clear your garden. Similarly to a barbeque, 
it is an opportunity to communicate your information needs assessment findings to a 
wider audience, for them to see what you have seen and thus be in the right frame of 
mind to begin developing an ICM strategy.
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Using the case study in Box 2.2.1 let us see how a SWOT analysis of the national 
agricultural information centre (NAIC) of the Ministry of Agriculture might turn out. 
(Table 2.2.6).
With the strengths, weaknesses, opportunities and threats now identified, you are at 
the point where you can truly begin to develop your ICM strategy. This is the subject 
of the next module.
Table 2.2.6: Example of SWOT analysis of Ministry of Agriculture, NAIC
Positive Negative
Internal Perceived strengths Perceived weaknesses
Well-known, central location
Largest agricultural information 
resource in the country, especially 
national documents




Limited physical space, public area 
shared with Centre staff workspace
Poor physical access to resources
Resources not all catalogued and 
organised thus reliance on Centre staff
Resources outdated
Poorly trained and poorly managed staff
Limited budget
No record keeping
Lack of resources to update fact-sheets 
for farmers
External Potential opportunities Potential threats
Clearly defined need/hunger for 
agricultural information by farmers as 
well as schoolchildren
Growing use of mobile phones even in 
remote areas
Low-cost Internet access by satellite at 
over 40 sites in the country, with 
associated rural training centres
High degree of interest among farmers 
to rehabilitate cocoa plantations and 
develop oil palm blocks
Building housing NAIC condemned so 
may be required to relocate, but there is 
a shortage of suitable venues and funds
Economic downturn has resulted in 
cuts to budgets across all government 
institutions including the Ministry of 
Agriculture
Several better-resourced NGOs 
providing agricultural information to 





Given the scenario presented as a case study in Box 2.2.1, what does the group 
consider the key data and information that should inform the strategy development 
process? How would the group set about getting the data and information? [Learning 
Objective 1]
1 Given the information presented in Box 2.2.2, what does the group consider the 
implications for the ICM strategy development process of the Ministry’s Mission, 
Vision, Objectives and Goals? [Learning Objective 2]
2 Considering the results of the SWOT analysis presented in Table 2.2.6.
– Does the group think that all strengths, weaknesses, opportunities and threats 
have been identified? If not, what is missing?
– Does the group see scope for grouping (or clustering) specific elements together as 
the basis for a strategic response?
  What is required of the group is an attempt by to reach beyond the SWOT analysis 
towards the development of an ICM strategy. [Learning Objectives 1 and 2 in the 
next Module]
Individual work
1 Thinking about your own organisation, who are the three main stakeholders when 
it comes to internal information? External information? And how will you consult 
these stakeholders to gauge their level of satisfaction with the products and services 
provided, and what they are lacking? [Learning Objective 3]
2 Based on the ICM assessment framework (Table 2.2.1), draw up a similar table 
and respond to the questions under ‘Specifics’ with respect to your own 
organisation. [Learning Objective 4]
| Summary of topic
In summary, in order to understand what the existing ICM situation is, you will need 
to carry out various analyses and assessments. Only by knowing about the current 
situation, can you decide what needs to be changed. The idea that information and 
communication activities, products and services are wholly within the realm of 
information units has been dispelled. ICM is something that all staff members in an 
organisation do, in one way or another. Therefore, and in order to develop the most 
appropriate ICM strategy, the situation analysis must be comprehensive and thorough. 
The tools, methodologies and approaches for understanding the current situation were 
introduced. The difference between the internal ICM environment and the external 
was explained. The two principal tools – information needs assessment and SWOT 
analysis – were presented, as well as the key elements which included desk research, 
information audit and stakeholder analysis.
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Facilitator’s notes
Timings for the different activities of Module 2.2 
•	Presentation: 5 minutes + 15 minutes + 10 minutes
•	Group activity 1 (and discussion): 55 minutes
•	Group activity 2 (and discussion): 40 minutes
•	Group activity 3 (and discussion): 50 minutes
•	Total time: 2 hours 55 minutes
Resources available







3.1 Identifying and  selecting options
| Learning Objectives
By the end of this topic you should be able to:
1 explain the process leading from situation analysis to selection of strategic options
2 use the findings of the information needs assessment and SWOT analysis to 
identify strategic options
3 identify and analyse risk factors that may impact on your strategic options 
4 identify the range of organisational partnerships that may impact on strategic options.
| Key Terms / Concepts
Critical issues, Strategic objectives, Strategic option statements, 
Prioritising, Risk analysis, Strategic alliances, ABC strategy, 
Partnerships
| Introduction
You will by now have assembled a considerable body of data and information on 
information and communication management in your organisation. You will also be 
familiar with the key issues (based on the SWOT analysis) and the direction your 
organisation needs to take to improve its current situation. In this, you are likely to 
identify a range of options that must be prioritised before strategic choices can be 
made. In this topic, suggestions will be made to help you use the findings from the 
analysis to determine strategic objectives. The critical role risk assessment plays in 
decision-making will be introduced and guidance provided. Finally, the idea of 
building alliances with other organisations to support information and communication 
management by sharing scarce resources will be discussed.
It is important to note that when formulating a strategy:
•	it is based on a thorough analysis of an existing situation
•	no longer considers ‘what is’, but looks at what might be – a combination of 
forecasting and imagination
•	involves risk – you won’t always get it right, but you can minimise the times you get 
it wrong.
51
3 Strategy Formulation  and Development
3.1.1 Determining critical issues
Before we begin, let us review the resources now available to us after completing the 
situation analysis:
•	organisation profile – the brief description of your organisation, particularly its 
mission, vision, goals and objectives and the organisational structure
•	intelligence brief – the socio-economic, political, technological etc. changes and 
developments that define the external environment
•	information audit – a wide-ranging survey of information and communication 
products and services, ICM activities and projects, capacity and resources for ICM 
and information gaps/needs in your organisation
•	stakeholder analysis – a survey of your stakeholders and the different categories they 
fall into, noting in particular their relationship to your organisation
•	SWOT analysis –an analysis of strengths and weaknesses of your organisation and 
the opportunities and threats that may help or hinder it
In other words, you have a wealth of information and data at your fingertips. But what 
are the critical issues? ‘Critical issues’ are considered to be those that can impact 
negatively or positively on your organisation. Your task will be to strengthen the 
positive and negate the negative. With your SWOT analysis in your hand, now is the 
time to begin strategic planning, to envision a better or improved future.
Like much that you have done before now, it is best to carry out the process of 
determining critical issues as a group. Several ‘brainstorming sessions’ with strategy 
development team members may be required to identify and agree on critical issues. 
It’s also advisable to invite senior managers to participate in these sessions; their 
perspective counts and their inclusion will maintain the buy-in you negotiated earlier. 
It is important to agree on criteria to identify critical issues before the brainstorming 
commences. There are two sets of criteria to aid your thinking; the first set of criteria 
comes from Bryson and Alton (2004):
•	How broad an impact will the issue have? Will it affect the entire organisation?
•	How large is the organisation’s financial risk/opportunity? Is there a major risk (less 
than 20 per cent of your budget)?
•	What are the probable consequences of not addressing this issue? Do we face 
significant service disruption, financial losses and large cost–revenue setbacks?
And the second set of criteria comes from Shapiro (n.d.):
•	Is [the issue] related to a core problem?
•	Does it affect the lives of a significant number of people either directly or indirectly?
•	Can it be addressed through the competencies and resources of the organisation or project?
•	Does it need to be addressed if the organisation or project is to be able to progress its work?
•	Does it build on the strengths of the organisation or project and/or the opportunities 
available?
•	Does it address weaknesses in the organisation and/or assists the organisation to 
deal with threats to its work or existence?
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You do not have to use these particular sets of criteria; they are merely by way of 
example. Since each organisation has its own priorities, it needs to determine its own 
criteria for determining critical issues. Therefore, before any brainstorming session to 
consider critical issues, establish the criteria by which you will measure if an issue is 
critical or not.
At the end of this exercise, you will have identified the issues, and used your criteria to 
determine whether or not they are ‘critical’ issues. The participants will now be able 
to group or cluster the issues into themes. This is useful because it facilitates easier 
management of the development of strategic objectives.
3.1.2 Development of strategic objectives
Identifying the critical issues and transforming them into strategic objectives is the 
next step we will take. Staying with our government ministry example, how do we ‘fix’ 
this broken service? Many different activities could be undertaken – and have been 
suggested – all with the specific strategic objective of ‘Better access to information for 
farmers‘. The key question is, “Where does the ministry want to be in two years’ time, 
five years’ time? What do ministry staff understand as an information service fit for 
purpose?”
To draft your strategic objectives and accompanying strategic option statements 
(more on this later), you will need to consult your SWOT analysis and information 
audit findings, and take the following steps:
•	review the list of opportunities (SWOT analysis). Determine distinct actions and 
write them in the form of statements that would allow you to take advantage of any 
of the opportunities listed in the SWOT, if selected critical issues were to be 
addressed by your organisation. In other words, produce a list of redefined 
opportunities in the form of statements
– Compare these statements with your organisation’s mandate and goals to make 
sure they are not at variance
– Verify that the redefined opportunities are in line with information and 
communication needs identified in the audit report, and targeted at the 
organisation’s stakeholders
•	select those redefined opportunities that compare favourably with the mandates, 
goals and needs. Express them as strategic objectives for the ICM strategy
•	prepare draft strategic option statements that convey the intention of achieving 
each strategic objective. To do this, refer to your SWOT in order to identify:
– Existing Strengths that could be used to realise your strategic objectives
– Existing Weaknesses that could be remedied to become a possible strength or 
advantage in pursuit of your strategic objective. State what action/s you will take 
to accomplish this. In other words, you will be writing one or more strategic 
statements to realise your strategic objectives
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– Existing Threats that may derail the realisation of your strategic objectives. State 
what action/s you will be take to circumvent these threats. These actions will be 
additional strategic statements to accomplish your strategic objectives.
Based on the information in the case study (Box 2.2.1, previous module) it is clear 
that something needs to be done. But before deciding what, the ministry needs to take 
into account the following criteria:
•	Is the option affordable? You have a lot of information to determine what the cost of 
selecting a particular option might be, both from a capital expenditure point of view 
as well as recurrent expenditure
•	Do we have the skills to implement the option? The ‘skills cost’ must be considered. 
If sufficient or appropriate skills are not available, what would it take to acquire 
them? And from where?
If we relook at the SWOT analysis presented in Table 2.2.6 (previous module), we can 
begin to see how this process works. The critical issue is, “Poor access to information 
by farmers and other stakeholders”. Based on the opportunities presented in Table 
2.2.6, we can redefine them in the form of the following actions:
•	increase access points and the means to accessing agricultural information for 
farmers and schoolchildren
•	utilise mobile telephony and rural training centres to improve information services 
to farmers
•	collaborate with other stakeholders in providing information services expressly to 
cocoa and oil palm growers.
Already it is possible to see how those opportunities you identified earlier can be 
brought to fruition. However, there are two steps to be completed before we can move 
on: 1) does the intent of these action statements fit with the organisation’s mandate 
and goal? and 2) are they in line with the information and communication needs 
identified during the information audit and after consultation with stakeholders? In 
both cases, the answer is ‘Yes’.
Strategy with a vision
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The next step is to express the redefined opportunities as an ICM strategic objective. 
On reviewing the redefined opportunities, we can compile them into one strategic 
objective, “Utilisation of ICTs to improve, develop and expand information and 
extension services to farmers and other stakeholders, including remote-based staff”.
So with our example, we get the following result (Table 3.1.1):
Table 3.1.1 Example of a SWOT analysis of Ministry of Agriculture, NAIC 
Original Revised
Strengths Well-known, central location
Largest agricultural information resource 
in the country, especially national 
documents




Largest agricultural resource in the 
country
Wide range of well-known publications
Weaknesses Limited physical space, public area shared 
with Centre staff workspace
Poor physical access to resources
Resources not all catalogued and 
organised thus reliance on Centre staff
Outdated resources
Poorly trained and poorly managed staff
Limited budget
No record keeping
Lack of resources to update fact-sheets for 
farmers
Train staff in ICM and ICT through 
structured programme
Catalogue and organise all information 
resources
Reorganise workspace
Threats Building housing NAIC condemned so may 
be required to relocate but there is a 
shortage of suitable venues and funds
Economic downturn has resulted in cuts to 
budgets across all government institutions 
including the Ministry of Agriculture
Several better-resourced NGOs providing 
agricultural information to villagers, 
despite their limited expertise
Develop information and extension 
partnerships with NGOs and other 




Once you have fully considered all the strategic option statements available to your 
organisation and decided on your priorities, it is time to reconsider the strategic 






Or in other words, SMART. A simple, clear set of instructions for setting and writing 
SMART objectives has been prepared by Edith Cowen University (2010) for 
performance measurement. A rather more academic look at setting strategic objectives 
is provided by RapidBI & Morrison (2011).
A strategic objective that is not specific is open to interpretation. Not only that, it 
makes it hard if not impossible to know when the objective has been reached. Some 
examples of strategic objectives are given in the box below.
Box 3.1.2: Examples of strategic objectives
•	Credible and appropriate information accessible in a useable form by stakeholders 
in a timely manner.
•	A national agricultural information network established to facilitate better access 
to and use of agricultural information in [country], and to enhance communication 
between stakeholders.
•	Credible and appropriate agricultural research information, including historical 
data, accessible in a useable form by stakeholders in a timely manner.
The form of language used to write a strategic objective can vary but it should always 
reflect a desired future state. It differs from an action statement, e.g. ‘to do something’.
At any time, you should be able to measure the extent to which an objective has been 
reached. This will be done using a framework and indicators that we will talk more 
about in Module 4.2 (Monitoring and Evaluation) but at this time it is useful to note 
that a measurable objective is what is required.
There is little point in designing a strategic objective that is unrealisable. For example, 
to have as an objective the development of an online information service for farmers in 
rural areas when they do not have access to electricity, computers and the Internet is not 
realistic. Clearly, this example is a little extreme, but you need to give thought as to how 
achievable your objective is in relation to the environment in which it will be achieved.
Lastly – and critically – the objectives must relate to the overall corporate strategy of 
your organisation. Strategies that do not contribute to achieving the overall corporate 
strategy will not be considered appropriate, and nor should they be. The more your 
ICM strategy contributes to the overall corporate strategy, the greater the level of 
acceptance it will achieve.
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As mentioned earlier, there may well be a range of options put forward so you will have 
to prioritise the options that have been proposed. You cannot do everything, so in 
that sense, there has to be some prioritising. For example, the SWOT analysis suggests 
there is an opportunity for the organisation to develop a web site. There’s no indication 
during the SWOT analysis as to why this would be a ‘good thing’, but this opportunity 
is raised again during discussion of the strategic options. You know that developing a 
web site takes time and effort – and money – to create and maintain. Unless you are 
absolutely certain that it is justified, then this suggestion is not a priority. A good way 
of assessing competing options is to compare them, one with the other, and ask, “Is 
this more important than that?”, and so on until all options have been compared. You 
are then left with a prioritised list of options. Guidelines on how to do this are included 
as Appendix V in the User’s Manual.
3.1.3 Risk analysis






For each of the categories, questions ought to be asked, to ensure that the risks are 
adequately understood. There is a comprehensive set of questions included in IMARK 
Investing in Information for Development, Unit 2.2 Developing an Information 





It is quite likely that organisational changes will be required to implement the new 
ICM strategy. Questions that ought to be asked include:
•	Will the option require new management structures or styles? And if so, is senior 
management likely to support it/them?
•	Will the option affect the type of staff required or the terms and conditions of 
existing staff?
•	Is the option in tune with the organisational culture?
Where an organisation has not been managed strategically, often the staff resources 
and the way they are organised and managed are not conducive to achieving the 
desired outputs. A requirement to amend the organisational structure is often a by-
product of strategy development and often causes the most anguish. This can be 
minimised by ensuring that the logic for organisational change is sound and 
transparent. It should not be about ‘empire building’.
The key organisational risk in the first instance is that the option will be unaffordable 
(because of extra staff, more highly qualified staff). If this is the case, then other 
options will have to be explored that are affordable. There is also a risk that the 
strategic development process itself, or the options that are selected, may lead to 
disillusionment among staff, and perhaps in the worst case scenario, loss of key staff. 
3.1.3.2  Political risks
When considering political risks, we are not thinking about coups and counter-coups, 
although this sometimes happens; no, we are asking:
•	Will the strategic option challenge existing government policies in any way?
•	Will the option make demands on or overlap with the responsibilities of other 
organisations? And are they aware of this and how/or will they react?
Sometimes, a strategic option may challenge government policy, for example in the 
area of public access to information. Information and communication managers are 
naturally inclined to have public openness, to providing access to information in as 
many ways (novel and traditional) as possible. This sometimes runs counter to a 
prevailing government ideology which seeks to control by restricting access. 




There is a strong likelihood that financial risk will be involved:
•	What is the financial impact on your organisation of the option?
•	Will the option require additional financial support? And if so, has a potential source 
of funds been identified?
•	Is the option based on certain assumptions about income and cost? What will 
happen if they turn out to be wrong?
In many cases, the budget allocation will not be increased and better use will have to be 
made of available funds. If there is a requirement for additional capital expenditure, then 
one option is to approach external donors with a project proposal. You are much more likely 
to be successful if you demonstrate clear thinking, such as is contained in a strategic plan. 
Some of the potential financial risks have to do with becoming locked into a supply 
model that becomes more costly every year. For example, in order to better meet the 
need for up-to-date, current scientific and technical information for the researchers, a 
subscription is taken out to access a range of online bibliographic databases. The 
organisation does not have a tangible product in its hand for the price of the 
subscription, so if annual subscription costs increase radically each year (as they have 
been in recent times), then the organisation will eventually have to cancel the 
subscription, and all access will be lost and the previous expenditure wasted.
3.1.3.4 Technical risks
The pace of technological development has accelerated to such a speed now that it is 
almost impossible to say with certainty what the ICT situation will be in 12 months’ or 
24 months’ time. Questions that ought to be asked include:
•	Will the option rely on introducing new technology or skills into the organisation?
•	Do reliable sources exist to supply and support the new technologies for the option?
•	Does the infrastructure exist to support the option?
•	Will the new technologies deliver the expected outputs for the option?
The uptake of mobile telephony in sub-Saharan Africa should be a lesson for any 
sceptic who says, “It’ll never happen”. However, while you can choose an option that 
relies on a technology not yet in use in your organisation, it would be unwise to choose 
an option that relies on a technology not yet available in your country. 
In many developing countries, even when the technology exists, there are challenges 
with supply and support: high import taxes, excessive mark-ups, refurbished 
equipment sold as ‘new’ that does not perform to the standard expected, uninformed 
sales and support staff, and escalating costs when you try to update the latest version 
of the technology in question.
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Table 3.1.3 summarises the main organisational, political, financial and technical 
risks associated with developing a strategy.
Table 3.1.3: Summary of risk analysis
Risks/Risk 
element












Fully cost option before selecting
Keep staff informed throughout 
the strategy development process
Political risks Challenge to 
government
Duplication of products 
and services provided 
by other organisations
At worst, organisation could 
be shut down
Wasted resources (through 
duplication)
Don’t embark on something 
without evaluating risk
Choose partnership rather than 
competition
Financial risks Cost of ICM strategy If too great, strategy may be 
only ‘half-implemented’
Fully cost strategy before 
implementing
Technical risks Introduction of new 
technology
Can make things easier, or 
harder
Ensure tried and tested technology 
3.1.4 Building strategic alliances
Typically, ICM activities include:
•	acquisition of or access to content, both external and internal
•	production of new content
•	storage and retrieval of content
•	dissemination of content to a wide range of users/customers/stakeholders.
Can you do all of this within your own organisation? Indeed, is this desirable? Are 
there activities that can be outsourced or shared? One way to achieve your objectives 
more efficiently and effectively with limited resources is to form operational 
partnerships with other organisations. But what are the risks associated with 
partnerships? When considering strategic partnerships, we use the ‘ABC strategy’ – 
alliances, bargains, compromises.
Alliances involve trust and mutuality. You must be absolutely clear about what the 
alliance is, its purpose, commitments and obligations. This is done through formal 
agreements, codes of conduct or other written instruments.
Bargains have to made in the following areas: management, money and ownership.
•	Management – who does what? It is particularly necessary to make management 
decisions if more than one partner is used to having a leadership role.
•	Money – who pays for what? How will any profits be divided between the partners?
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•	Ownership – does each partner have an equal stake in the partnership? If the partnership 
is perceived to be unequal, there will be no support for the activities to be shared.
Compromises will inevitably have to be made. These may include:
•	loss of independence, as all organisational partners agree to do things in a particular way
•	changes in management practice to accommodate the partnership’s management style
•	monetary contributions made by members of the partnership who may have differing 
levels of wealth – better off organisations may agree to take on a larger share of the 
financial obligations.
Alliances don’t just happen; you have to make them happen. If, during the analytical 
phase, you perceive opportunities for developing a partnership between one or more 
organisations, such as an information network, then some of the same type of 
stakeholder meetings, consensus-building exercises you conducted in-house will have 
to be done across institutions.
When you are reviewing and selecting options for your ICM strategy, you should 
actively look for partnerships or alliances. Not only can costs be reduced and burdens 
shared, but the outcomes can be enhanced. For example, let us consider an alliance 
between a government organisation, a ministry of agriculture and an NGO. If the 
strategic option is, ‘Better access to information for farmers’ then an alliance between 
the ministry and an NGO can be mutually beneficial. The ministry has considerable 
information and knowledge assets, not the least of which are its technical staff. The 
NGO, because it has village-based advisers, has better access to the rural communities 
the ministry wants to serve. Thus therefore an alliance with the shared strategy of 
‘Better access to information for farmers’ is more likely to be realised.
| Learning activities
Group work
1 Consider the three examples of strategic objectives in Box 3.1.2 and determine 
the extent to which they are specific, measurable and realistic. [Learning 
Objective 2]
2 Review the scenario portrayed in Box 2.2.1 (previous module) and as a group, 
identify the strategic options and discuss their suitability for selection. Using the 
template provided (Table 3.1.3) complete an ICM risk analysis for the ministry’s 
agricultural information service. [Learning Objective 3]
3 Grouped in countries, think of any strategic alliances between existing 
organisations inside and outside the country that could help your country to 
achieve its agricultural goals and consider the bargains and comprises each would 
have to make. [Learning Objective 4]
Individual work
1 Draft a memo to your colleagues explaining the purpose of the situation analysis 
and how it contributes to identifying strategic options. [Learning Objective 1]
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| Summary of topic
Developing a strategy is based on a thorough analysis of an existing situation; no 
longer considers ‘what is’, but looks at what might be. The key to defining strategic 
objectives is that they must be specific, measurable, realistic, and last but not least, 
they must be related to overall corporate strategy or they are not acceptable. Every 
strategic option involves risk. Risks can be organisational, political, financial or 
technical, and must be thoroughly investigated before determining the level of risk 
involved, and its acceptability. Lastly, the opportunity to develop alliances or 
partnerships between different organisations to achieve common outputs can be very 
useful especially in overcoming budgetary and resourcing shortfalls. But this will only 
be successful if the partnership is built on trust and mutuality.
| Links / references
Bryson, J.M. and Alton, F.K. 2004. Creating and Implementing your Strategic Plan: 
A Workbook for Public and Nonprofit organizations (2nd edn) San Francisco, 
California, USA: Jossey-Bass
Edith Cowen University. 2010. Management for performance (MPS): how to set and 
write SMART objectives. Perth, Western Australia. http://www.hr.ecu.edu.au/mps/
html/mps-smart.cfm
CTA/KIT/IICD. 2009. Smart toolkit for evaluating information projects, products and 
services (2nd edn) Wageningen, the Netherlands. http://smarttoolkit.net
IMARK Group. 2005. Investing in information for development. Unit 2.2 – Developing 
an information strategy. http://www.imarkgroup.org/moduledescription _ en.
asp?id=4
RapidBI and Morrison, M. 2011. How to write SMART objectives and SMARTer 
objectives and goals. London. http://rapidbi.com/writesmartobjectives/?doing _ wp _
cron=1329119584
Shapiro, J. n.d. Strategic planning toolkit. Johannesburg, South Africa: Civicus, pp. 
25–26. https://www.civicus.org/new/media/Strategic%20Planning.pdf
Facilitator’s notes
Timings for the different activities of Module 3.1 
•	Presentation: 20 minutes
•	Discussions and question after presentation: 10 minutes
•	Group activity: 40+15+20+30 minutes
•	Plenary and wrap up of module: 25 minutes
•	Total time: 2 hours 40 minutes
Resources available
•	Slide presentation available on CD-ROM
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Drafting the  
ICM strategy document
| Learning Objectives
By the end of this topic you should be able to:
1 describe the process of drafting an ICM strategy
2 identify the key elements of an ICM strategy document
3 formulate sample ICM strategy statements.
| Key Terms / Concepts
ICM strategy, ICM strategy formulation, ICM strategy document,  
ICM strategy statements
| Introduction
This topic presents a typical outline of the contents of the first draft of an ICM strategy 
and a series of suggestions about who should draft the strategy and how to draft it. The 
contents of the ICM strategy document are discussed under two main sections, – the 
main body of the strategy document and the implementation plan of the strategy. The 
main body of the strategy document section presents the background and objectives 
of the ICM strategy. The implementation plan part, usually presented as an annex to 
the document, lists subsections covering implementation-related issues and processes 
(budget, actions, schedule, roles and responsibilities, inputs, and indicators for M&E 
of the implementation of the strategy) as well as justifications, outputs, benefits and 
the target audience of the strategy.
 Who should draft the  
3.2.1 ICM strategy document?
Drafting the ICM strategy is one of the milestones of ICM strategy development and 
implementation. The formulation of the ICM strategy is done by listing the ICM strategy 
statements, consisting of the ICM issues to be addressed, how and with what resources 
to address them and within what time frame. The ICM strategy team that has been 
responsible for the earlier parts of the ICM strategy development processes is generally 
expected to continue with formulating the ICM strategy. This is necessary to: 
•	ensure continuity of work and vision
•	build on what has already been achieved
•	save time (new teams would take time to familiarise themselves with the processes 
and vision of the strategy development)
•	capitalise on the acceptance and working relations that the ICM strategy team 
members have built up with the staff and management.
If necessary, the ICM strategy team may set up additional teams to help with the 




particular expertise to contribute. The ICM strategy team is usually composed of staff 
members drawn from ICM related units (library, documentation, information services, 
information systems, ICT, public relations, data processing etc.), representatives of the 
main divisions of the organisation (as the main generators and consumers of 
organisational information and communication) and a representative of top 
management. It is strongly recommended that the top management representative 
leads the ICM strategy team and is the champion of ICM.
 Key steps in drafting  
3.2.2 the ICM strategy
Once the ICM issues, gaps, constraints and opportunities have been clearly identified 
and documented; the overall strategic objectives defined; and alternative strategies 
proposed and the best promising strategy selected, the next step for the ICM strategy 
team will be to develop the ICM strategy statements and recommendations for the 
selected strategic alternative or option. The key steps in developing the ICM strategy 
statements and recommendations include:
•	reiterating the ICM issues, gaps, constraints and opportunities identified during the 
situational analysis
•	reiterating the selected alternative strategy to address ICM issues, gaps, constraints 
and opportunities
•	defining the ICM solutions that will address the ICM issues, gaps, constraints and 
opportunities within the framework of the selected strategic option
•	enumerating the information products, tools, services, procedures and processes 
that would facilitate the execution of the proposed solutions
•	identifying the Information systems that will support the implementation of the 
identified products, services, procedures and processes
•	selecting the information technologies and other tools needed to create and 
implement the information systems
•	outlining the activities needed to create and implement the different aspects of the 
strategy – the timeline, roles and responsibilities, resource requirements, and monitoring 
and evaluation systems to follow up and assess the implementation of the strategy.
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Box 3.2.1: Examples of needs and gaps
•	Inadequate information availability and accessibility
•	Absence of information skills
•	Absence of information and knowledge sharing
•	Lack of awareness of the value of information by staff and management
•	Absence of, or inconsistencies/incompatibilities/overlaps in standards and 
protocols
•	Poor infrastructure.
The write-up of all the output of these steps will give the ICM strategy team its draft 
ICM strategy.
Box 3.2.2: Examples of potential solutions to needs and gaps
•	Reduce duplication in information collection
•	Widen the access to information by some part(s) of the institution
•	Improve interfaces with external organisations
•	Automate the provision of some types of information
•	Set standards where they are missing
•	Wind down systems (IT or manual) which are no longer required
•	Assemble information which is currently widely scattered
•	Set up a monitoring process
•	Set up a resource allocation process
•	Develop and deliver awareness raising, staff development and culture change 
programmes
•	Establish or enhance the information infrastructure
•	Redesign of processes
•	Development of (further) information standards.
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3.2.3 Content of the ICM strategy
There is no single format that all organisational ICM strategy documents must adopt, 
since each organisation has its own unique ICM issues, gaps, constraints and 
opportunities that must be identified and addressed through the strategy. The ICM 
strategy document articulates and is structured around the proposed solutions, 
actions, tools, resources, and timeline needed to address the identified ICM issues, 
gaps, constraints and opportunities. The ICM issues to be addressed and the products, 
services, processes and tools needed to address them differ in number, diversity and 
content from organisation to organisation. It is largely up to each organisation to select 
the most suitable format and content to articulate and communicate its ICM strategy. 
With this in mind, the following sections are typically used to organise and 
communicate organisational ICM strategies.
3.2.3.1 The main body of the ICM strategy document
The main body of the ICM strategy includes the background; the strategic objectives; 
and the human, financial, cultural, technological, procedural, structural and 
managerial supports required to implement the strategy. These are typically organised 
under a number of headings:
•	Executive summary
– provides a quick overview of the full-length report. It aims to enable readers to get 
the key points of the entire document. Usually, contains the main points from each 
section of the strategy document.
•	Background
– gives a brief description of the organisational context (mission, goals, objectives, 
policies, corporate strategy), relevant environmental factors within which the 
organisation is performing (economic, technological, political factors), and the 
strategic ICM issues faced by the organisation and similar issues.
– provides explanations of why the ICM strategy is found necessary, the process 
carried out in developing the ICM strategy, the scope of the ICM strategy, and key 
concepts. The scope of the ICM strategy may need to be presented in a section of 
its own if the ICM strategy covers only a given aspect, such as information privacy 
issues or services to internal users only.
– describes the methodology followed in developing the ICM strategy, including 
information on how the information audit, the SWOT analysis and the priority-
setting exercise were conducted.
– provides summary of findings of the situational analysis and other studies 
conducted as a part of the ICM strategy development; a qualitative description of 
the results of the analyses will be sufficient in this section, putting detailed tables 
and charts in an annex.
– describes briefly all the different strategic options considered, including the 
selected strategic options.
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– could also list the principles which define the organisation’s attitude towards 
information, its management, use and availability as well as principles by which 
applications, availability, and management of information and communication 
technologies are governed. Principles governing the use and availability of staff 
and other resources will also be a part of this section. These principles could also 
be presented in general terms as principles governing the ICM strategy. Such 
principles serve as the policy framework that the strategy attempts to translate 
into action.
– aims to provide information that will give readers a complete picture of why and 
how the ICM strategy was developed as well as to establish the context within 
which the ICM strategy will need to operate.
•	Strategic objectives
– describes the objectives that the ICM strategy aims to achieve. The objectives 
could be presented at specific and overall levels.
– revolves around addressing the different ICM gaps, constraints and opportunities 
identified from the situational analysis.
– Each strategic objective could also be presented with its implementation plan 
(which is discussed in a section of its own below).
– Also included are the information products, services, systems and technologies 
required to realise the strategic objectives.
– are drawn based on the insights gained on the current situation of the organisation 
and subsequent decisions made regarding which of the ICM gaps, constraints and 
opportunities identified must be addressed by the organisation.
– stated in such a way that they are specific, somehow measurable, time bound, and 
in line with the objectives of the organisation and the strategic choice adopted in 
the earlier step.
– aims to clearly define what the ICT strategy attempts to achieve in response to the 
identified gaps, constraints and opportunities.
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3.2.3.2 The implementation plan of the ICM strategy 
The implementation plan of the strategy is usually presented as an annex, and covers 
all the activities, resources, processes and so on required to implement the ICM 
strategy. Although the implementation plan part of the document may be presented as 
annex, it should not be interpreted as less important or as an additional material the 
way “annexes” in general are understood. The implementation plan is as important as 
the main body of the strategy document. In addition, it is possible for an organisation 
to put in the main body any of the subsections suggested to be under the implementation 
plan part if it desires to do so. The components of the implementation plan usually 
include justification, target audience, benefits, outputs, activities, inputs, roles and 
responsibilities, budget, timelines, and monitoring and evaluation plans.
•	Justification
– Briefly describes the reasons for selecting the strategic objectives and choices to 
be implemented and why they are selected as a priority.
•	Target audience
– Indicates employees or groups in the organisation that will be assisted by the ICM 
strategy in conducting their activities more effectively, more efficiently, more 
timely, etc.
•	Benefits
– Outlines the benefits envisaged from implementing the ICM strategy. The benefits could 
be identified as direct and indirect as well as short, medium and long-term benefits. The 
articulation of the envisaged benefits will be useful in narrowing expectations and as a 
context for evaluating the achievements of the project at a later date.
•	Outputs
– Presents the different outputs identified by the ICM strategy to realise the strategic 
objectives and address the ICM gaps, constraints and opportunities of the 
organisation. These include specific ICM products, services, standards, processes, 
procedures and information systems to be acquired or enhanced. It also presents 
the intended users and uses of the products, services and processes.
•	Activities
– Lists the different activities that need to be carried out to implement the ICM 
strategy, including activities to acquire, develop or enhance the different ICM 
products, services, etc., required to implement the different proposed solutions. 
The actions could take the form of specific actions or projects depending on their 
requirement (time, resources, etc.)




– Presents the human, cultural, technological, procedural, structural and 
managerial supports and provisions that need to be in place in order to implement 
the different aspects of the strategy. The changes that the organisation has to 
make are also reflected here, such as organisational structure and staff and 
management roles.
– Aims to identify the prerequisite for effective implementation of the strategy 
stated in the document, including the pre-requisites for monitoring and evaluating 
the implementation of the strategy.
•	Roles and responsibilities
– Defines the people and organisational units that will be responsible for the 
implementation of the different aspects of the ICM strategy. Some units/individuals 
will have the responsibility of generating/producing the information needed, 
others providing information system support, others providing information 
stewardship, others coordination of the implementation of the strategy, and so on.
– Aims to ensure that roles and responsibilities are understood and accepted by all 
involved in the development, implementation, monitoring and reviewing of the 
ICM strategy.
•	Budget
– Presents the itemised budget for the implementation of the ICM strategy. Although 
the total budget can be included in the input section, this section presents an 
itemised budget and could identify the nature of the budgetary contributions (such 
as funds, ‘in kind‘ or in time).
•	Timelines
– Presents the start and end dates of the activities identified above. It also shows 
when the different outputs and outcomes of the strategy are expected to occur. 
This section also reveals the sequence of action as specified by the start and end 
dates of each activity. ICM strategy is prepared for a specific time period, usually 
for about three years. The specific actions of the strategy identified therefore are 
time bound.
•	Indicators for monitoring and evaluation
– Present the characteristic and quality features by which the performance (input, 
activities and outputs) and outcomes of the implementation of the ICM strategy are 
measured. Identifies and lists indicators of input, activities, outputs, outcomes and 
impact (or proxy impact indicators).
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Box 3.2.3: Examples of responsibilities and obligations specified by the 
ICM strategy document
•	Obligations on every member of the organisation to use the strategy document as 
a guide for ICM related activities
•	Obligations on end users to comply by the standards, regulations and procedures
•	Responsibilities to oversee the day-to-day implementation of the strategy (usually 
the head of the ICM unit) and overall implementation (an ICM strategy team 
headed by an individual with a top position in the organisation)
•	Responsibilities for monitoring and evaluating the implementation of the strategy 
(usually the ICM strategy team responsible for the development of the strategy in 
the earlier phases)
•	Responsibilities for providing resources (usually the management of the 
organisation) and information system support (the IT department)
•	Responsibilities for generating some of the important information items identified 
as needed to be produced by the organisation, developing the standards and 
quality levels that the information items should have, determining retention and 
disposal of the information items, and providing the protection and preservation 
of information items that have archival value
•	Regulations on who is allowed to use which organisational information and 
knowledge and who would oversee (custodians) this process to ensure that it is 
carried out accordingly.
•	Responsibilities on organisation-wide information issues of security, copyright, 
data protection, information and knowledge sharing, system and technology 
interoperability, and data and information definitions (usually a combination of 
units of information systems, IT, archives)
•	Responsibilities for reviewing and revising the strategy at intervals
•	Responsibility to information and information management legalities, privacy, 
infringements, IPR, etc.
3.2.4 The language of the ICM strategy
The language of the ICM strategy document should be simple, to the point, and easy to 
understand by all levels of staff. The strategy statements should be specific so that 
everyone understands the intentions and is able to act on them. The document should 
also be concise (10–15 pages plus appendices), well-packaged, substantive and attractive 
so that it is a well-received and respectable organisational document. The communication 
needs of special groups (such as the visually impaired) should also be addressed to make 
sure that all have access to the contents of the ICM strategy document.





Form a group of four to six people, select a chair, rapporteur and presenter and discuss/
brainstorm on the following issues1:
1 List the three major information constraints in your organisation that you think 
need an ICM strategy to be adequately addressed
2 Identify one ICM constraint/gap common to the organisations represented in your 
group, propose an ICM solution for it, identify the products, services and associated 
systems and technology required to implement the solution and formulate all as an 
ICM strategy statement. What do you think will be the main bottlenecks for your 
organisations to address the ICM constraint/gap through an ICM strategy: finance, 
expertise etc.? List the top three bottlenecks identified by your group. 
Present your group discussions to plenary; discuss the differences and similarities 
among the different groups on the topics presented to plenary.
Individual work
1 Who should be included in the ICM strategy team that co-ordinates the development 
and implementation of the ICM strategy and why?
2 Why should the ICM strategy team that co-ordinated the previous activities of ICM 
development continue with the formulation of the ICM strategy document?
3 What are the key steps in formulating the ICM strategy?
4 Draw a flow chart on the sequence of steps you would use to develop and implement 
an ICM strategy.
5 Which section of the ICM strategy document describes the organisational and 
environmental context of the organisation that gave rise to the ICM constraints and 
opportunities and within which the strategy is expected to perform?
6 What are some of the advantages of defining the roles and responsibilities of 
individuals/organisational units in implementing the ICM strategy? 
1  In the interest of time, the facilitator may have to select only some of the questions 
below to be deliberated on by each group.
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| Summary of topic
The formulation of the ICM strategy is essentially articulating the ICM issues to be 
addressed, how to address them, and with what resources and processes. Once the ICM 
issues, gaps, constraints and opportunities have been clearly identified and documented, 
the ICM strategy team uses that to propose the solutions and the accompanying 
products, services, procedures and processes that will facilitate the execution of the 
proposed solutions. There is no single format that all organisational ICM strategy 
documents must adopt since each organisation has its own unique gaps, constraints and 
opportunities that must be identified and addressed through the strategy. Executive 
summary, background, objectives, outputs, inputs, target audience, justifications, 
benefits, actions, schedule, roles and responsibilities and indicators for monitoring and 
evaluations are the typical headings used to organise and communicate organisational 
ICM strategies. The language of the ICM strategy document should be simple, to the 
point, and easy to understand by all levels of staff. The document should also be concise 
(10-15 pages plus appendices), well-packaged, substantive and attractive so that it is a 
well received, and respectable organisational document. 
| Useful reading / links
IMARK Group. Investing in information for development. http://www.imarkgroup.org/
moduledescription _ en.asp?id=4
JISC. Review and synthesis of the JISC Information Strategies Initiative (JISI) http://
www.jiscinfonet.ac.uk/infokits/strategy/jisi/guidelines-what 
JISC. Guidelines for developing an information strategy: the sequel. http://www.jisc.
ac.uk/whatwedo/programmes/infstrat/infostrat.aspx
Orna, E. 2004. Information Strategy in Practice. Gower, Farnham, UK.
Sample information strategy documents:
Library and Archives Canada. 2007. Canadian digital information strategy. Draft 
consultation version, October 2007. Ottawa, Canada. http://www.lac-bac.gc.ca/
obj/012033/f2/012033-1000-e.pdf
Department of Social and Family Affairs. 2009. Corporate information strategy. 
Dublin, Ireland. http://www.welfare.ie/EN/Policy/CorporatePublications/
HowWeWork/Pages/corpinfostrat.aspx
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Relating to the presentation
Start the presentation with Slide 2 highlighting the main issues to be covered in 
Module 3.2.
Keep in mind that the main goal of Module 3.2 is to introduce trainees to the different 
subsections that make up an ICM strategy document and the key processes involved 
in drafting an ICM strategy. In light of this, aim to ensure that, after completing the 
topic, trainees are able to: 
•	describe the process of drafting an ICM strategy
•	identify the key elements of an ICM strategy document
•	formulate an ICM strategy.
As you go through the slides:
•	As you go through Slides 4 and 5, ask trainees if it is clear to them that the 
information and insights gained from earlier phases of ICM strategy development 
(Modules 2.1, 2.2, and 3.1) feed into the formulation of the strategy.
•	When you finish Slide 13, invite participants to ask question on issues related to the 
main body of the ICM strategy document. If there are no questions from trainees, 
you could ask them which aspect of the ICM strategy document they consider to be 
the most challenging to develop and why. Encourage at least three trainees to share 
their views on this.
•	As you finish the presentation on the implementation plan part of the ICM strategy 
document, again ask trainees if they need any clarification on the issues covered under 
the implementation plan. If there are no questions from participants, you may again 
consider asking them which aspect of the implementation plan part they consider to be 
the most challenging to develop and why. Give answers to their concerns.
•	While discussing the general considerations in formulating ICM strategy, invite 
participants to ask questions on the general issues of drafting an ICM strategy.
•	Encourage those who did not participate above to participate under this discussion.
Facilitator’s note
The brief below provides guidance on the different training activities that a trainer should consider during the 
training (i.e. during presentations, group activities and plenary sessions), and the timings for the different 
activities for this topic. See Appendix 1 for the list of materials required to present this module. 
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Relating to group activities
After ensuring that trainees have shared their views and have received answers to 
their questions, inform the trainees that the next part of the session will be a group 
discussion/brainstorming on issues that have been selected to allow them to further 
explore the process of drafting an ICM strategy document. 
1 Go through the discussion questions as presented in the final slide of Module 3.2, 
explaining the questions and what they are expected to do during the group 
activity
2 Then help trainees to form groups of four to six members. Instruct each group to 
select a chair, rapporteur and presenter.
3 Allocate discussion areas for each group. Group discussion areas should have 
already been set up before the trainees arrived.
4 Once all the groups are in place, make a quick stop at each to see if it has started 
the discussion, give further explanations, etc. Continue supporting the group 
activity by quickly going from group to group at regular intervals.
5 When the discussion time is up, reconvene the class, and ask each group to present 
the output of their discussions in a plenary.
6 Allow question and answer sessions after the presentation of each group as well as 
after all groups have presented.
Wrap up Module 3.2 by recapping the main points of the presentation and discussions. 
Remind trainees to read the relevant reading materials and do the review questions 
for the topic as soon as they have time to do so, but before the next day of training. Ask 
each participant to complete and return the session evaluation form before Module 
3.3 starts.
Time allocation of the different activities of Module 3.2:
•	Presentation: 45 minutes
•	Discussions and question and answer sessions during or after presentation: 15 minutes
•	Group activity: 30 minutes
•	Plenary and wrap up of topic: 15 minutes
•	Total time: 1 hour 45 minutes 






By the end of this topic you should be able to:
1 explain the main steps involved in gathering feedback on and approval of an 
organisational draft ICM strategy document
2 discuss the importance of getting the participation and approval of all parties 
concerned in finalising the ICM strategy development 
3 outline the issues involved in effective dissemination of the ICM strategy document
4 plan for stakeholders’ meetings for feedback gathering 
| Key Terms / Concepts
Stakeholder approval of the ICM strategy,  
Communication of the ICM strategy, Conflict of interest,  
Conflict resolution, Staff feedback,  
Organisational communication channels
| Introduction
The main issues covered in this topic relate to gathering staff feedback on the draft 
ICM strategy, finalising the development of the ICM strategy, and making the final 
strategy document available for implementation. The topic first describes the nature 
and purposes of gathering feedback from staff followed by the issues, tools and steps 
that one has to be aware of in gathering the feedback. The topic also discusses the 
importance, key issues, and processes involved in finalising and getting the draft ICM 
strategy approved. In the course of this discussion, the topic reveals that the processes 
and issues involved in finalising and getting the final version strategy document 
approved are very similar to that of drafting and gathering of staff feedback on the first 
draft of the ICM strategy document. Finally, the packaging and production of the final 
version of the ICM strategy document and how to make the document available for 
implementation are described. Some important administrative and communication 




3.3.1 Feedback and responses
The organisational ICM strategy is developed with input from all the staff in the 
organisation. Staff input mainly comes in the form of the feedback that they provide on 
the draft ICM strategy that the ICM strategy team brings to their attention using 
different organisational communication channels. After completion of the draft 
strategy document, the ICM strategy team must create a platform to present the ICM 
strategy document to all staff with the primary aim of getting their opinion, 
suggestions, criticism and buy-in of the different aspects of the strategy.
















•	Blogs (support blogs, executive blogs, team blogs)
Ideally, all staff should participate in the feedback gathering process to ensure that all 
possible misunderstandings, contributions and concerns of staff are captured and 
accommodated. The full participation of staff in shaping the ICM strategy will improve 
the chances of the strategy being better understood, widely accepted and fully 
implemented. The feedback platform will also allow staff to air any misconceptions that 
they might have about the strategy, its implementation and goals. If necessary, the ICM 
strategy team may also involve external stakeholders in the process of feedback gathering.
Stakeholders meetings of different sizes and focuses are the typical organisational 
communication channels for staff feedback gathering, as they allow more staff to be 
reached in the shortest possible time, cross fertilisation of ideas and interests and open 
communication. Other staff feedback gathering mechanisms that allow staff to provide 
feedback continuously over a given period of time or even anonymously, including the 
use of suggestion boxes, offices or telephone lines dedicated to the purpose, should 
also be considered, depending on their potential to make staff feedback gathering 
more effective. 
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The ICM strategy team could target a number of benefits of using different staff 
feedback gathering platforms in order to:
•	create a full understanding of the content, goals and implementation requirements 
of the ICM strategy among staff
•	get the buy-in of everyone
•	tap the expertise and experience of staff members other than those on the ICM 
strategy team
•	bring to the surface, reconcile and resolve potential conflicts of interest among staff. 
(See the “Useful Reading/Links part at the end of this module for reading materials 
on conflict resolution and management.)
3.3.1.1 Key steps in collecting staff feedback
The process of collecting staff feedback on the ICM strategy document includes the 
following key phases: segment the staff; select the appropriate channel for each 
segment; select a time and place; facilitate the meeting; and document the feedback.
Segment staff. To gain the maximum reach and provide the opportunity for all staff to 
air their concerns, misunderstandings, suggestions etc. it is important that you divide 
the staff into groups based on useful characteristics. This will allow you to deal with a 
series of homogenous groups which will make it easier to use a common channel, 
language, etc. A quick stakeholder analysis to segment staff on the basis of relevant 
characteristics such as management levels, area of specialisation, educational levels, 
physical location of units (branch offices vs. headquarters for example if you are 
working with an organisation that functions at several locations etc. could be used.
Select appropriate communication channel. In some cases, different organisational 
communication channels have to be considered to fit the different preferences, 
dispositions and capabilities of the different groups of staff you have identified. Using 
appropriate communication channels for each group will allow you to express the 
content, ramifications and expectations of the strategy document in a way that each 
group understands. Factors such as the size and geographic dispersion of staff and 
nature of work (shift, field, etc.) will also influence the selection of communication 
channels for different groups.
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Box 3.3.2: Examples of organisational communication channels for 
gathering staff feedback on the draft ICM strategy
•	Providing a platform for continuous feedback from employees in person, or 
through telephone, suggestion boxes as necessary
•	Sending out advance copies for everyone to read and comment 
•	Putting the document on the intranet or the library for everyone’s attention and 
comment
•	Having a face-to-face meeting of smaller groups for detailed discussion, such as at 
a department level, division level, branch office level 
•	Involving heads of departments and other influential people separately 
•	Face-to-face meeting of everyone is most effective after serious differences and 
conflicts of interests have been ironed out at smaller size meetings 
•	Brain storming sessions of those who are believed to have specialised expertise 
relevant to the strategy development and implementation
•	Keeping everyone informed of developments from the beginning will also make 
the communication effort easier and smoother.
Select time and place. Make sure that your feedback collection meetings take place 
when all staff are able to participate. Select the time and place so that you have the 
opportunity to reach everyone and make the maximum interaction/impact. If 
necessary, have the presentations at different locations (for branch offices, for 
example). It may also be necessary to have the presentations at different levels. For 
example, having a meeting for everyone, from management to messengers, for detailed 
discussions does not work in most cases due to the differences in levels of 
understanding of the issues, differences in abilities to articulate ideas, and fear of 
superiors (people do not want to contradict them or make mistakes in public). General 
stakeholder meetings are best used to communicate and enrich the consensus, 
particularly if the organisation is a large one.
Facilitate the meetings. As one of the main organisational communication channels, 
meetings of different sizes and locations should be organised to present the draft ICM 
strategy document to the staff of the organisation and external stakeholders if they are 
involved in the feedback gathering process. The ICM strategy team is normally 
expected to make the presentation. To ensure the full understanding of the strategy 
document and get the buy-in of everyone, the following considerations could be useful:
•	employ professional facilitators to guide the discussion, particularly for large meetings, 
enlisted from within the organisation if you have them or hired from outside
•	highlight all the components of the document so that the messages and the 
ramifications of the document are clearly understood and debated. It is advisable not 
to read the whole document at the presentation, particularly if it is a long document
•	issue the draft document to staff well ahead of the meeting so that they have time to 
familiarise themselves with the document before the meeting
•	allocate adequate time for discussions and debate on the strategy document.
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•	make sure that everyone is encouraged to air their views and at the same time 
reminded to respect the views of others
•	consider as a part of the presentation of the document, the use of small-group 
discussions, such as departmental level meetings, where like-minded individuals 
can look at the document from a specific perspective. Brainstorming sessions of staff 
with special expertise in ICM strategy or issues covered by the strategy allow their 
expertise to have a strong bearing on the strategy document
Document and process the feedback. Assign staff whose sole responsibility is to make 
sure that attendees’ feedback from all meetings and interactions are captured and 
documented in such a way that they feed into the finalisation of the ICM strategy 
document. It may be useful to have forms and other standard formats for rapporteurs 
and others to use to capture staff feedback.
3.3.2 Finalisation and approval
After collecting staff feedback on the draft ICM strategy, the ICM strategy team’s next 
task will be finalising of the strategy document. The finalisation process includes 
analysis, synthesis and incorporation of staff feedback in such a way that the views and 
interests of the different staff are reflected in a balanced way and in line with the 
objectives of the ICM strategy. The ICM strategy team then engages in the process of 
getting the approval of the final draft strategy document by the staff and management 
of the organisation.
3.3.2.1 Finalisation
The ICM strategy team uses the feedback collected from staff and management to 
develop the final version of the ICM strategy document. The team should also take note 
of views and tendencies or dissatisfactions not articulated in black and white but 
obvious enough to see for everyone during the feedback gathering stage. For example, 
if there is a sense of potential staff privacy violation by management that the strategy 
even unintentionally seems to facilitate or if the introduction of some IT could also be 
used by management for other undesirable purposes, the ICM strategy team should 
look into these and address them. Such tendencies, if not recognised and addressed, 
could affect the full implementation of the strategy at a later stage. The finalisation 
process also includes specifying the responsibilities, timelines, M&E systems and 
resource requirements of the strategy.
In incorporating staff feedback into the final version of the strategy document, the ICM 
strategy team must accommodate the interests and views of staff in a balanced way. 
But remember that the team cannot please everyone. But the ICM strategy team must 
be seen to be working in the interests of the organisation in a professional, responsible, 
and unbiased way. If necessary, the ICM strategy team should enlist the assistance of 





Ideally, the final draft of the ICM strategy has to be approved by all staff and management 
of the organisation. Getting the approval of staff and management on the final draft 
strategy document is an important step to ensure the implementation of the strategy.
The approval of the top management is particularly important because
•	management represents the overall interest of the organisation
•	resource allocation for the implementation of the strategy lies largely in the hands of 
the management
•	a strategy approved by top management has a greater chance of acceptance by the 
staff of the organisation.
Staff approval is also critical to ensure the full and conscious (with full knowledge of 
what the strategy document contains and implies) participation of staff in 
implementing the strategy.
For approval, the final draft strategy document should be communicated using quick 
but wide-ranging communication channels such as posting a copy on the intranet, 
sending a copy to each staff member via email or post, or keeping a copy at central 
locations such as the library. Suggestion boxes, in-person reporting, email and other 
channels should be made available for staff to express their approval of the final 
version. It is also useful if the ICM strategy team members make themselves available 
in a designated office for a fixed period of time to entertain face-to-face approval or 
disapproval of the strategy by the staff. This could range from a few days to weeks, 
depending on the size of the staff and geographic distribution of an organisation such 
as a national agricultural research institute that usually has centres scattered 
throughout the country. All these provisions should be accompanied by memos to push 
the information to the staff, rather than leaving it to each person to motivate her/
himself to check on the revised document. The memo should indicate when, how and 
where people have to send their approval or disapproval. Attaching a summary of the 
changes made to the first draft could also make it easier for staff to check on the 
revisions made to the first draft.
All final comments and suggestions will then be compiled and used to produce the ICM 
strategy document that has been approved by management and staff.
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3.3.3 Publication and communication
The final version of the ICM strategy document now has to be made available for use 
by everyone. The packaging and presentation of this document is important as it 
contributes to how staff will use it. Similarly, the acceptance and utilisation of the 
strategy depends on how well informed and aware the staff is about its content, 
application and benefits of the strategy document. Effective communication will 
therefore play a critical role in the successful implementation of the strategy.
3.3.3.1 Publication
After having reached a final consensus among the ICM strategy team members that 
the feedback process has been completed and that all comments and inputs from 
concerned parties have been captured and incorporated, the ICM strategy team then 
moves to the editorial and publication stage. This will be the stage at which the 
packaging, presentation and look of the document are addressed. The final version 
should be presentable. The acceptance and contribution of the strategy document 
depends not only on the content, but also on its presentation and packaging. At the 
same time, one should avoid overspending on the production of the ICM strategy 
document because of a overly lavish look and packaging. As the current ICM strategy 
will be in effect for a few years, it is enough to ensure that it is packaged well enough 
to stay presentable for that length of time.
If the organisation has a publications section with the required expertise then the 
work should be done by that unit. Otherwise, the ICM strategy team should seek 
outside support on editing and publishing. The ICM strategy team should have 
allocated funds for this phase. If not, a budget should be drawn up and funds requested 
from management. Production should also follow the same pattern, in that if capacity 
is not available in-house, then outsourcing should be used.
At this stage, the ICM strategy team should also pay attention to a number of 
administrative and technical issues to ensure that the ICM strategy document is 
accessed by all at their convenience and within their capabilities, such as meeting the:
•	needs of special audience group (visually impaired, less educated, etc.)
•	language requirements (if the organisation is multilingual)
•	different occasions (executive summaries for larger distribution and orientation 
purposes, for example)




The communication aspect of ICM strategy development and implementation is 
important from the beginning to ensure that employees have clear understanding of 
•	what the strategy is
•	how it is being carried out
•	who it intends to benefit
•	how to utilise the strategy
•	what roles and responsibilities they will have in implementing the strategy.
It is also important to keep everyone informed of goals and progress of the development 
of the strategy in order to:
•	dispel possible rumours and myths surrounding the strategy development
•	stop people from second-guessing what it might be
•	stop sceptics from deliberately spreading negative information about the strategy.
Effective communication is central in the process of collecting staff feedback.
Communicating the ICM strategy
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Box 3.3.3: Examples of the flexibility and ease of use of an electronic 
version of the strategy document accessible to all
•	Extracting only parts of the strategy that staff are interested in, using key words 
or hotlinks
•	Searching the document to meet different queries quickly and automatically, 
using full text searching and similar functions
•	Printing only the needed part only when the need arises
•	Making updates easily and quickly
•	Communicating updates and changes quickly
•	Distributing the document much faster and wider
In communicating the final version of the ICM strategy document, use the 
communication channels and approaches that proved effective during the earlier 
phases of the strategy development, such as in the communication of the information 
audit results. You should capitalise on other communication means, practices and 
structures that have already proved to be effective in the organisation. It might also be 
useful to make available the main document in different formats and through different 
channels to increase its visibility and physical accessibility (such as paper and 
electronic versions). Whether to issue a copy of the strategy document to each 
employee or to keep copies at central locations for everyone to access could also be an 
issue, depending on the resources available for the publication and dissemination of 
the document, as well as the size and geographic distribution of the offices. This is 
particularly an issue in large organisations, such as national research institutes with 
research centres/stations scattered throughout the country or the Ministry of 
Agriculture which is normally represented by offices throughout the country.
As a part of the communication process, the ICM strategy team should consider a 
formal launch of the document. Such formal communications will add to the visibility 
and importance that people attach to the strategy.
The ICM strategy team needs to keep staff informed of developments throughout the life 





Form a group of four to six people, select a chair, rapporteur, and presenter and 
discuss/brainstorm on the following issues2:
1 Discuss your organisational experience related to motivating staff towards an 
organisational purpose.
2 Discuss instances in your organisation where you motivated staff towards an 
organisation purpose and what lessons you learned from the experience.
3 What are the communication channels most preferred by the staff of your 
organisation to provide feedback and input to organisational documents and 
communications? Give the reasons.
4 What are the incentives typically used in your organisation to mobilise the support 
and contribution of the majority of the staff towards organisation-wide initiatives 
such as strategic plan development? What does or doesn’t work? List the three 
organisational incentives widely used across the different organisations 
represented in your group.
5 Discuss a recent instance where the participatory approval to a strategy or similar 
organisational document has led to its successful implementation.
Present your group discussions to plenary; discuss the differences and similarities 
among the different groups on the topics presented to plenary.
Individual work
1 Why is collecting staff feedback necessary in the process of developing and 
implementing the ICM strategy?
2 What are the benefits expected from using appropriate staff feedback gathering 
mechanisms?
3 Describe the key steps required for collecting staff feedback.
4 List some of the issues that the ICM strategy team must address to ensure that the 
ICM strategy document is accessible by all staff of the organisation.
5 Why is continued communication with staff and management important in the 
development and implementation of an organisational ICM strategy?
2  In the interest of time, the facilitator may have to select only some of the questions 
below to be deliberated on by each group.
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| Summary of topic
The organisational ICM strategy is developed with input from the staff of the organisation. 
Staff input mainly comes in the form of feedback that they provide on the draft ICM 
strategy that the ICM strategy team brings to their attention using different 
organisational communication channels. Collecting feedback from staff on the draft ICM 
strategy will provide the ICM strategy team with a number of advantages, including: 
•	creates a full understanding of the contents, goals and implementation requirements 
of the ICM strategy among the staff of the organisation
•	gets the buy-in of everyone
•	taps the expertise and experience of the staff members other than those on the ICM 
strategy team
•	brings to the surface, reconciles and resolves potential conflicts of interest.
The process of collecting staff feedback on the draft ICM strategy document includes 
the following key phases: segmenting the staff, selecting appropriate channels for each 
segment, selecting a time and place, facilitating the meeting and documenting the 
feedback. After having gathered the staff feedback, the ICM strategy team carefully 
analyses, synthesises and incorporates it into the draft strategy document. After that, 
the updated draft ICM strategy must be approved by all concerned. After having 
reached a final consensus among the committee members that the feedback process 
has been completed and that all the comments and inputs have been incorporated, the 
ICM strategy team then moves to editorial and publication activities. The 
communication aspect of ICM strategy development and implementation is also 
important from the beginning to ensure that employees have a clear understanding of 
what the strategy is, how it is being done, who it intends to benefit, how to utilise the 
strategy and what is expected of the employees in implementing the strategy.
| Useful reading / links
IMARK Group. Investing in information for development. http://www.imarkgroup.org/
moduledescription _ en.asp?id=4
JISC. Review and synthesis of the JISC Information Strategies Initiative (JISI) http://
www.jiscinfonet.ac.uk/infokits/strategy/jisi/guidelines-what 
JISC. Guidelines for developing an information strategy: the sequel. http://www.jisc.
ac.uk/whatwedo/programmes/infstrat/infostrat.aspx
Orna, E. 2004. Information Strategy in Practice. Gower, Farnham, UK




Relating to the presentation
Start the presentation with Slide 2 highlighting the main issues to be covered in 
Module 3.3.
The goal of Module 3.3 is to expose trainees to the importance and process of 
gathering feedback from the different stakeholders on the proposed ICM strategy. In 
light of this, aim to ensure that, after completing the topic, trainees are able to:
•	explain the main steps involved in gathering feedback on and approval of the 
organisational ICM strategy document
•	discuss the importance of getting the participation and approval of all parties 
concerned in ICM strategy development
•	outline the issues involved in effective dissemination of the ICM strategy document
•	plan for stakeholders’ meetings for feedback gathering.
As you go through the slides:
1 When presenting Slide 7, allow time to give a range of communication channels 
that are at the disposal of organisations by referring to the list in Boxes 3.3.1 and 
3.3.2. Also mention some of the points that should be considered for effective 
facilitation of the feedback gathering meeting (refer to the considerations under 
‘Facilitate the meetings’ in section 3.3.1.1 above).
2 At the end of Slide 7, invite trainees to ask questions on the reasons for and the 
steps in gathering staff feedback on the proposed ICM strategy.
3 While still presenting Slide 9, ask trainees whether they agree with the view that 
top management’s unequivocal support to a given organisational initiative is one 
the critical factors influencing staff decision to support and participate in 
organisational initiatives.
4 Before finishing Slide 10, invite trainees to ask questions or comment on issues of 
finalisation and approval of the ICM strategy document.
5 While presenting Slide 12, if time allows, you could invite trainees to share their 
experiences on how the absence of clear and open communication with staff could 
be damaging to the initiation and development of organisational initiatives such as 
the introduction of an ICM strategy. Also, ask trainees if they can share instances 
where comprehensive communication has played an important role in dispersing 
rumours, stopping people from second-guessing, or stopping sceptics from 
deliberately spreading negative information about some organisational initiatives 
in their organisation.
6 As you finish the presentation on the communication of the ICM strategy, again ask 
if the trainees need any clarification or need to make comments on the issues 
covered under the topic. Encourage those who have not participated in the 
discussion on this topic so far to participate.
Facilitator’s note
The brief below provides guidance on the different training activities that a trainer should consider during the 
training (i.e. during presentations, group activities and plenary sessions), and the timings for the different 
activities for this topic. See Appendix 1 for the list of materials required to present this module. 
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Relating to group activities
After ensuring that trainees have shared their views and have received answers to 
their questions, inform the trainees that the next part of the session will be a group 
discussion/brainstorming on issues that have been selected to further explore the 
communication of the proposed ICM strategy document. 
1 Go through the discussion questions presented on the final slide of Module 3.3, 
explaining the questions and what the trainees are expected to do during the 
group activity.
2 Then help trainees to form groups of four to six members. Instruct each group to 
select a chair, rapporteur and presenter.
3 Allocate discussion areas for each group. Group discussion areas should have 
already been set up before the trainees arrived.
4 Once all the groups are in place, make a quick stop at each to see if it has started 
the discussion, give further explanations, etc. Continue supporting the group 
activity by quickly going from group to group at regular intervals.
5 When the discussion time is up, reconvene the class and ask each group to present 
the output of their discussions in a plenary.
6 Allow question and answer sessions after the presentation of each group as well as 
after all groups have presented.
Wrap up Module 3.3 by summarising the main points of the presentation and 
discussions. Remind trainees to read the relevant reading materials and do the review 
questions for the topic as soon as they have time to do them, but before the next day. 
Ask each trainee to complete and return the session evaluation form before Module 
4.1 starts.
Timings for the different activities of Module 3.3
•	Presentation: 30 minutes
•	Discussions and question and answer sessions during or after presentation: 15 
minutes
•	Group activity: 30 minutes
•	Plenary and wrap up of topic: 15 minutes









By the end of this topic you should be able to:
1 describe the ICM strategy implementation plan to your team colleagues and the 
wider community
2 select appropriate strategies to ensure effective communication during strategy 
implementation
3 describe the role of partnerships in ICM strategy implementation 
| Key Terms / Concepts
Communication, Indicators, Open discussions, Partnerships, 
Strategy implementation, Team-work
| Introduction
In Module 2.1, we looked at setting up a strategy development team, drawing up 
terms of reference and mobilising resources. In Module 2.2, we looked at the tools 
and methodologies used to gain an understanding of the current situation in your 
organisation, both to understand the state of ICM in the organisation as well as identify 
potential opportunities or areas for change. The internal and external analyses that 
were conducted at this stage fed directly into identification and selection of strategic 
options, the subject of Module 3.1. In Module 3.2, we synthesised all this and drafted 
an ICM strategic plan. In Module 3.3, we followed this up by communicating the draft 
strategic plan to all the stakeholders in our own organisation as well as with our 
partners. Discussion, amendment and approval of the final ICM strategic plan have 
followed. Now, in this module, we will implement the ICM strategy. 
If you have been persistent in communicating the objectives and content of an ICM 
strategy, then many issues that may arise will have been minimised or eliminated. It 
cannot be overstated that good communication is essential to successful strategy 
implementation. Secondly, during strategy implementation, an important approach is 
to use monitoring and evaluation tools to identify issues before they become too big – 
or too big to avoid being smothered. The second part of this module will look at 
monitoring and evaluation in more detail.
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4 Implementation,  monitoring and evaluation
4.1.1 Strategy implementation
The ICM strategy for your organisation has been well communicated, accepted and 
received management approval. It is now time to implement the strategy. You have the 
strategy implementation plan, which details everything you need to know and do. Do 
not be surprised if some things don’t go according to plan; also, don’t be surprised if 
staff who were previously supportive withdraw their support, or become vocal critics. 
Every strategy implementation follows its own path, but some common characteristics 
are found with every plan. Let’s look at the implementation plan again (as outlined in 
Module 3.2). The plan contains the following key areas: activities, timelines, roles and 
responsibilities, and M&E indicators.
Table 4.1.1: Examples of activities, inputs, results and impact/outcomes
Activity Input(s) Result Impact
Establishing a library 
reference collection for 
research staff
Print and electronic 




Computer and software 
(for database catalogue 
and searching)
Manager
Support staff x 2
Training for manager and 
support staff
Researchers have access 
to scientific and technical 
materials
Better quality (more 
credible) research
Organising a workshop to 
enhance information-
seeking skills of staff





Staff more able to search 
for needed information
Better decision-making
Campaign to increase 










Farmers able to 
recognise pests and 
diseases, understand the 
damage they cause and 
know how to mitigate it
Higher yields
Improved incomes or 
better livelihoods
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4.1.1.1 Activities and inputs
The implementation plan is a logically organised list of activities. Carrying out the 
activities leads to a specific result or output that enables the organisation to achieve 
one of its ICM strategic objectives. Here are some examples of activities:
•	establishing a library reference collection for research staff
•	organising a workshop to enhance information-seeking skills of staff
•	preparing a campaign to increase awareness of pests and diseases among 
subsistence farmers.
Each activity requires inputs that are documented in the implementation plan. In 
Table 4.1.1 the inputs, results and impact of the three activity examples we have 
identified are listed.
4.1.1.2 Timelines
Each activity has a timeline – the estimated start and finish times of the activity. For 
example, using the information-seeking skills workshop used as an example in Table 
4.1.1, you might estimate that:
•	you will start planning the activity the second week in January
•	planning will be spread over a two-week period
•	the workshop will be for a one-week period during the first week of February
•	reporting on the workshop is estimated to take a further two weeks, allowing other 
work programme activities to be completed, so the activity will be complete by the 
end of the third week of February
•	discussing the report is estimated to take another week, fitting in discussions 
between other work programme activities.
So the overall timeline runs from mid-January to the end of February.
As we can see from the information seeking skills workshop example, activities often 
require separate reports and time for their completion needs to be added to the activity 
timeline. Once a workshop has been completed and the participant evaluation 
assessed, the organiser will need to write a report on the workshop, communicate and 
discuss the report with relevant stakeholders and note any developments that will 
need to be incorporated into future workshops (such as we have done with development 
of this Facilitator’s Guide).
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4.1.1.3 Roles and responsibilities
For each activity, there needs to be at least one person assigned with the responsibility 
for carrying out that action. When a skills gap exists, where a staff member doesn’t yet 
have the skills to carry out the task, then acquisition of those skills needs to be 
programmed beforehand. It is not only unfair, but counter-productive to assign 
responsibility for a task to someone who cannot carry it out.
If an organisation requires its staff to prepare annual work programmes or similar, then 
it is essential that all responsibilities listed in the implementation plan for an individual 
staff member are included (with any training requirements). It is then easy to assess staff 
member performance against the plan and is another form of monitoring and evaluation.
4.1.1.4 Indicators
Indicators measure performance or the achievement of objectives and are a very useful 
tool during the strategy implementation period. Everyone feels better for getting 
acknowledgement for achieving something, to have completed a task, or to have 
obtained good results from providing a service. So at a fundamental level, M&E 
indicators are a positive thing.
One point that should not be overlooked whenever indicators are set is ‘data capture’. 
This is necessary, as it is the means by which we can measure change. Data capture 
can be as simple as a form to note who visits an information centre and the purpose of 
their visit. Data capture can also focus on groups of farmers whose views are sought 
on various extension publications or information services.
 Approaches for effective 
4.1.2 implementation
Several approaches are available to help smooth the implementation of the strategy. You 
might not need to use all the approaches mentioned, but if you are aware of them, you can 
choose those best suited to your needs. Approaches include open discussions, regular 
team meetings, ad hoc support and guidance, harnessing gate-keepers/champions and 
managing partnerships. However, the key approach is openness and transparency. You 
are dealing with people. Their trust is essential for effective implementation and that can 





Allowing resentment, whether justified or not, to grow is not conducive to good 
outcomes. Resentful staff can hold up progress or in other negative ways sabotage 
implementation, unwittingly or knowingly. One way to deal with resentment, 
misunderstandings and general negativity, justified or not, is to hold an open 
discussion. An ‘open discussion’ is one that enables the participants to raise any issue 
relating to, in this case, implementation of the ICM strategy. Given that some 
participants might be reluctant to speak while others may be seething with rage, a 
good moderator is essential. An external moderator is preferable to using one of the 
implementation team members, to avoid the situation where the moderator becomes 
involved in the argument in a personal way, so making a bad situation much worse. An 
authority figure as moderator, such as a divisional chief of staff, is also problematic 
since there may be a reluctance to raise issues which reflects poorly on the questioner.
A good rapporteur is also needed during an open discussion, to ensure that the issues 
raised are adequately documented and if resolutions or recommendations are made, 
they are noted accurately. Doing so is reflective of treating people with respect, 
contributes to the building of trust and adds to greater acceptance of the strategy 
being implemented.
4.1.2.2 Regular team meetings
Assuming that the strategy cannot be implemented in just a few weeks, it is critical 
that strategy implementation team members meet formally on a regular basis. Apart 
from any other consideration, it provides a forum to reflect on progress made to date 
and, where necessary, to make any adjustments to the strategy.
The team leader is the best person to chair the team meetings, but different individuals 
should take on the role of rapporteur. It is a good idea to prepare a summary of progress 
made, as agreed at the team meeting, to inform all staff. Effective communication with 
actors and stakeholders will assist strategy implementation.
Strategy implementation may be challenging
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4.1.2.3 Ad hoc support and guidance
Where there is an issue or a challenge to implementation which does not require 
management involvement, then being able to discuss the issue with someone who can 
resolve it is really useful. Naturally, this person could be any member of the 
implementation team – it could even be the team leader him or herself who is the one 
approached. For this reason, it is critical that an open and welcoming attitude is 
maintained by all members of the implementation team, especially the team leader.
4.1.2.4 Harnessing gate-keepers/champions
Influential staff can be either a gate-keeper or a champion. A ‘gate-keeper’ is one whose 
support is needed to make any progress; a ‘champion’ on the other hand, is one whose 
main objective is to further whatever it is they are championing. Most organisations 
contain both gate-keepers and champions. The main point is that they are influential, 
and can make or break strategy implementation, so identifying who they are is 
essential. Any real or perceived objection to any aspect of strategy implementation is 
best sorted out in partnership with these individuals, and appropriate solutions 
devised. It’s all about diffusing dissatisfaction; and again, maintaining good lines of 
communication is essential.
4.1.2.5 Managing partnerships
If your strategy calls for partnership with other organisations to achieve shared 
objectives, then it is crucial that the extent of the partnership is well documented. It is 
preferable if the partnership is in the form of a signed contract, not so much for legal 
reasons although that might be necessary, but to give the partnership due status in the 
eyes of the partners. In particular, you will need to set out exactly what each partner 
is expected (and required) to do, individual roles and responsibilities, inputs and time 
frames as necessary.
Box 4.1.1 gives an example of a private/public sector partnership set up to deliver a 
market information service. Mechanisms must be in place to periodically review the 





Box 4.1.1: Example of the multi-stakeholder process in Papua New 
Guinea (PNG)
Digicel PNG (mobile carrier) and Fresh Produce Development Agency (FPDA) have 
launched a new mobile Marketing Information System in Papua New Guinea that 
will enable local farmers and consumers to check fresh produce on the market.
According to FPDA, surveys have been conducted across eight urban markets in 
PNG (Port Moresby, Goroka, Mt Hagen, Lae, Rabaul, Madang, Wewak and 
Popondetta). From these surveys, 12 main crops have been identified whose price, 
quality and availability can be checked by local farmers through Digicel’s Access 
Code 4636.
Digicel PNG CEO John Mangos said at the launch, “Farmers benefit by having the 
right market information at the right time. With Digicel’s nationwide coverage, the 
service reaches out to a vast majority of PNG crop growers.”
FPDA chairman Fabian Chow, when thanking Digicel, said the platform provides an 
excellent opportunity for the farmers to maximise their profit and at the same time 
deliver the best quality goods at the right market.
Source: Digicel 2009
4.1.3 Managing change
We have already noted that there is often resistance to change on the part of staff 
members that follows a cyclical form. The phases of this cycle have been well 
articulated by Broadbent (1993) and are listed in Box 4.1.2 below:
Box 4.1.2: Phases of strategy implementation
•	Phase 1: uninformed optimism, high morale, a desire to be involved and an 
acceptance of change.
•	Phase 2: unforeseen problems are revealed, optimism declines, rumours abound, 
involvement becomes spotty and change becomes suspect – Many strategies fail 
during Phase 2 because of a lack of determination and skill to navigate around the 
many obstacles to success. Genuine commitment and persistence is called for.
•	Phase 3: a plateau is reached, there is a renewal of hope, the mood of staff 
improves and positions become flexible.
•	Phase 4: renewed confidence, a disappearance of doubts, an acceptance of 
change, and a general satisfaction.
Source: after Broadbent, 1993
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Managing change is a critical aspect of implementation. An overview of successful 
change management techniques can be read on the free online encyclopaedia, 
Wikipedia1:
It is assumed (at this stage) that you have a well thought-out and documented strategic 
plan. So what else do you need? As mentioned elsewhere, the key factors which 
influence the implementation of an ICM strategy are participatory strategy 
development and implementation, a shared vision and effective communication. 
Failure is often associated with neglect of one or more of these factors.
4.1.3.1 Participation
An ICM strategy which has been developed in a participatory way achieves several 
specific objectives in its own right. Such a strategic plan is likely to be better because 
it reflects a broader range of viewpoints and experiences; is likely to capture the 
essence of what is possible, given the circumstances, i.e. it is more realistic and thus 
achievable; and the strategy itself reflects a shared ownership by all participants. This 
latter point must not be underestimated. A strategy which enjoys a higher degree of 
ownership by a wider group of people is stronger for all that. Such a strategy will meet 
fewer issues during its implementation.
4.1.3.2 Shared vision
As a general observation, few will fight for a cause they don’t believe in. This is as true 
on the battlefield as it is during strategy implementation. If because of wide 
participation in its development the goals and objectives of the strategy are shared by 
the majority, its implementation is more achievable.
4.1.3.3 Communication
Good communication is as important in implementing the plan as it was in developing 
it. Open communication promotes effective and efficient implementation of the strategy.







1 What strategies can you and your team use to be seen as open and transparent 
during the implementation of your ICM strategy? [Learning Objective 2]
2 Considering the strategy implementation phases outlined in Box 4.1.2, what 
response would the group give to those of concern. Have you noticed this trend in 
your organisation? For example, how would you contain ‘uninformed optimism’, 
knowing that unrealistic expectations can lead to negative responses? How would 
you kindle a ‘renewal of hope’ for those whose support has dwindled? [Learning 
Objective 2]
3 With reference to the example of a multi-stakeholder process in Box 4.1.1, what 
do you think are the roles and responsibilities of each of the two partners? Which 
areas are open to potential failure, and what would you do to mitigate this should 
it happen? [Learning Objective 3]
Individual work
1 Prepare a table similar to Table 4.1.1 for one of the following activities:
– Preparation of a set of ten crop extension leaflets for farmers;
– Develop a campaign for secondary school students to encourage them to consider 
agriculture as a career; or
– Put together a video aimed at diploma-level agriculture students to show them 
how to manage an egg-laying operation.
2 For whichever activity is chosen, note the type and quantity of inputs, and the 
order in which they should be marshalled. Indicate any possible hold-ups that could 
occur that might affect the timeline. [Learning Objective 1]
| Summary of topic
Effective and efficient implementation of an ICM strategy is facilitated in the first 
instance by the work you put into the implementation plan. A good plan, one that is 
well thought-out and comprehensive, details inputs, activities, roles and responsibilities 
as well as determines M&E indicators, will already be a significant contribution to the 
success of the implementation. Over and above that, good communication evidenced 
by ensuring that those carrying out the implementation and those being impacted by 
it are kept abreast of developments, good and bad, is another contributor to success. A 
range of communication tools and methodologies are available to mitigate negativity, 
resolve problems and constraints, and trumpet success.
At several points during this topic, mention has been made of monitoring and 
evaluation, and this is the subject of Module 4.2 which follows.
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| Useful reading / links
Broadbent, K.P. 1993. ‘Strategic planning: an essential process for research and 
information centres.’ In Consultancy on Strategic Information Planning, Pejova, Z. and 
Ljubljana, H.F.W. (eds) International Center for Public Enterprises in Developing 
Countries. pp. 39–53. ISBN 92-9038-140-X.
Businessballs. 2011. Change management. http://www.businessballs.com/
changemanagement.htm
Businessballs. 2011. Strategy implementation and realisation. http://www.
businessballs.com/businessstrategyimplementation.htm
Digicel. 2009. Digicel provides access to market information for local farmers. http://
www.digicelpng.com/en/about/news/digicel-provides-access-to-market-information-
for-local-farmers
Wikipedia. 2011. Change management. http://en.wikipedia.org/wiki/Change _
management
Facilitator’s notes
Timings for the different activities of Module 4.1 
•	Presentation: 15 + 7 minutes
•	Group activity 1 (and discussion): 20 minutes
•	Group activity 2 (and discussion): 18 minutes
•	Total time: 1 hour
Resources available







By the end of this topic you should be able to:
1 explain the need for monitoring and evaluation in an ICM strategy
2 use the logic model to identify causal relationships between inputs and activities, 
activities and outputs, and outputs and impact
3 identify appropriate indicators to measure performance and impact
4 plan and implement an evaluation activity in relation to an ICM strategy.
| Key Terms / Concepts
Baseline data, Indicators, Logic model, Monitoring and evaluation, 
Performance measurement
| Introduction
Monitoring and evaluation (M&E) are integral parts of any strategy. As part of the 
strategy and its implementation plan, they assist the organisation to keep on track with 
its strategic activities and provide feedback that will help in the development of future 
strategies.
CTA and its partners have prepared an excellent guide to evaluating information 
projects, products and services, the Smart toolkit. It is therefore not proposed to 
simply repeat all the tips and tricks contained in the Toolkit, but merely to draw 
attention to some of the key aspects of M&E as it pertains to an ICM strategy. You are 
encouraged to obtain a printed copy of the Toolkit, or download a soft copy (see Useful 
reading/Links) in order to gain insight into the evaluation of specific information 





4.2.1 The need for M&E
There are two main reasons for including monitoring and evaluation in your ICM strategy:
•	to track progress on implementation – monitoring
•	to make judgments about, or an assessment of, performance, usefulness and impact 
of the strategy – evaluation.
Mention has been made elsewhere of the need to constantly review progress during 
implementation of the ICM strategy. This is not just to ensure that activities are carried 
out at the right time or by the due date, i.e. a measure of performance; it is also so that 
any obstacles, problems or issues are dealt with when they arise, not left until the end 
of the strategy time period (“We should have done this”). Monitoring is the way to do 
this. Fortunately, you already have the means (indicators) to measure performance –
there is an implementation plan, which details the inputs needed, the responsibilities 
for carrying out activities, and the date by which the activity should start and finish.
On the other hand, evaluation is a much more complex (and fraught) area of 
investigation. Evaluation can be used to measure impact – ‘impact’ in the sense of a 
change (of attitude or practice) – but it can also be undertaken mid-way through 
implementation of the strategy to assess the achievement of goals. Establishing an 
evaluation strategy requires a clear sense of what you want to measure, and why – and a 
clear sense of what it is possible to measure. If you cannot give clear answers to these 
questions, it is unlikely that you will be truly carrying out an evaluation. Evaluation isn’t 
just something you do at the end, but like monitoring, it can also be an ongoing process.
4.2.2 The logic model in evaluation
To gain a clear understanding of how to carry out evaluation, you need to recognise the 
logic behind the implementation of the ICM strategy. In other words, you need to 
recognise the ‘if–then‘ links. This is called the ‘logic model’. The links are those between 
inputs and activities, activities and outputs, and outputs and impact. This is the simplest 
model for planning and carrying out an evaluation. Figure 4.2.1 is an example of the 
logic model. A practical example is given in Boxes 4.2.1 to 4.2.4 where we seek to 
develop a series of simple fact sheets for farmers. Further information on and examples 
of the logic model can be obtained by referring to the Smart toolkit, pp. 103–105, and the 




Box 4.2.1: Scenario: Farmer fact-sheets
•	A series of simple, two-sided fact-sheets for farmers
•	Co-written by an external adviser (at his own cost in terms of time and effort) and 
Ministry researcher
•	Printed, and used in farmer field schools
Inputs include the financial, human and physical resources that will be needed to 
implement the strategy (see example in Box 4.2.2). The first question to ask is what 
was done with those inputs? What activities were enabled or facilitated? Constraints 
or problems will be highlighted quickly. For example, were sufficient funds (i.e. 
foreseen expenditure) made available in time to carry out a particular activity? Were 
the funds spent? Were they sufficient to support the activity? These questions are all 
essentially to do with a performance issue, which assesses the effectiveness and 
















































































Figure 4.2.1 Elements of the logic model
101
4




Contribution to which 
activities
Consultant Time and expertise Preparation of fact-sheets
Ministry Researcher’s time and 
expertise (funding)
Preparation of fact-sheets
External donor Funding Production of fact-sheets
External donor Funding Farmer field schools
External donor Consultant’s time and 
expertise (funding)
Training
Ministry Researcher’s time and 
expertise (funding)
Training
The next set of questions relate to what was done with those inputs, i.e. the activities 
(see Box 4.2.3). Did the activities lead to the anticipated and planned outputs? For 
example, if the activity was a farmer field school (FFS), did the activities leading up to 
and implementing the FFS lead to effective training for the participants? Did the 
number of anticipated participants attend the FFS? At this point, the evaluation can 
be said to be more interested in performance and numbers than impact.








Farmer Field Schools Number of trained 
farmers
Farmers
This table is useful to evaluate if the activities have led to the outputs, and who has 




To determine impact, we have to ask, did we achieve what we expected to achieve? (see 
Box 4.2.4). Did the outputs that we planned lead to the anticipated impact? No longer are 
we interested in quantity – three FFSs were held in the period under review, comprising 
115 participants in total – we want to know about changes in attitude and practice.
Box 4.2.4: Farmer fact-sheets: outputs and impact
Outputs Impact
Farmer fact-sheets More farmer knowledge of pests and diseases
Number of trained farmers More farmers able to manage pests and diseases
This table is useful to measure the impact of the outputs.
To say that measuring impact is the true determinant of success is however not the full 
story. Measuring impact is very hard to do. In the example above of the FFS, because 
the participant went back to his or her farm and put into practice the skills they learnt, 
you can say with a fair degree of certainty that the intended impact was achieved 
through the FFS. But in an example of a farmer, who happens to attend a show day, 
picks up an extension leaflet on a new cultural practice and then implements the new 
practice, was that solely because of the leaflet? Or did he or she talk with the extension 
officer as well, which convinced the farmer to change a practice? Or did he or she 
discuss it with other farmers and was their endorsement the trigger that changed a 
practice? In other words, we can never be sure, when measuring impact that it was 
‘our’ output that led to the change. Success should therefore be attributed accordingly 
with humility.
4.2.3 Determining indicators
By now you may be thinking, “This is so confusing”. Not really, but it does require that 
you think through what you want to measure and indicate how that will be measured. 
This is called, determining indicators. An ‘indicator’ is just that, something that will 
confirm that an activity has ‘taken place’, that an output has been ‘achieved’ or that 
the impact was ‘such and such’.
Table 4.2.1 provides a sample of a logical framework that is used to determine 
indicators, and Table 4.2.2 is an actual example of how indicators could be used to 
evaluate the effectiveness of an ICM strategy. At each level in the framework, the 
intervention logic is explained. The next two columns – ‘objectively verifiable 
indicators of achievement’ and ‘means of verification’ – are the key issues.
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What are the overall 
broader objectives to 
which the ICM 
strategy will 
contribute?
What are the key 
indicators related 
to the overall 
objectives?







objective is the ICM 
strategy intended to 
achieve to contribute 
to the overall 
objectives?
Which indicators 
clearly show that 
the objective of 
the ICM strategy 
has been 
achieved?
What are the 
sources of 
information that are 
available or can be 
collected?
What are the 
methods required 
to get this 
information?
Which factors and 
conditions outside the 
beneficiary’s 
responsibility are 
necessary to achieve that 
objective? (external 
conditions)




The results are the 
outputs envisaged to 
achieve the specific 
objective.
What are the 
expected results? 
(enumerate them)
What are the 
indicators to 
measure whether 
and to what 








What external conditions 
must be met to obtain the 
expected results on 
schedule?
Activities What are the key 
activities to be 
carried out and in 
what sequence in 
order to produce the 
expected results? 
(group the activities 
by result)
Means:
What are the 
means required to 
implement these 












What pre-conditions are 
required before the ICM 
strategy starts?
What conditions outside 
the beneficiary’s direct 
control have to be met for 
the implementation of the 
planned activities?
Costs
What are the ICM 
strategy costs?
How are they 
classified? 
(breakdown in the 





Table 4.2.2: Example of how indicators could be used to evaluate the effectiveness of an ICM strategy
Narrative summary Verifiable indicators Means of verification Assumptions
Overall objective: 
Sustainable use of 
sloping lands in the 
Pacific
Sustainable agricultural 








To improve awareness 
of benefits of new 
technologies to manage 
sloping lands
Farmers use of new 
sloping land management 
technologies
Survey of farmers and 
farming practices
The technologies are 
acceptable
Aware farmers use the 
new technologies
Expected results: 
Development of a 
PACIFICLAND (PFL) 
media information pack 
for use by agricultural 
information officers
Articles prepared by 
information officers based 
on the pack
Collection of published 
articles
Information officers use 
the pack to prepare 
articles
Space (in the media) 
and cost are not 
limiting factors to 
publishing articles
Activities: 
1. Design, in association 
with PFL Coordinator 
and Fiji MAFF staff
Activities in accordance 
with TORs
Consultant’s report Assistance is given by 
PACIFICLAND 
Coordinator and MAFF 
staff
2. Realisation of 
prototype
Media information pack Consultant’s report and 
the pack
Individuals with time 
and energy prepared to 
trial
3. Trial with individuals 
in Fiji and region
Individuals selected in 
accordance with TORs
Evaluation report Cooperation of those 
involved
4. Evaluation Evaluation carried out Evaluation report Funds available
5. Final version Media information pack Media information pack
For a comprehensive discussion on identifying and selecting indicators, refer to the 
Smart toolkit, pp. 91–98.
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It is very useful to have what are called ‘baseline data’, i.e. data that demonstrate 
where you are now, so that you can see progress (hopefully) at the end of the time 
period. For example, if you make changes to an information centre, in line with your 
ICM strategy and one of the outputs is an increase in the numbers of visitors, then you 
ought to have data to show that there has been an increase in visitors. That is, you 
need baseline data. If you don’t have baseline data for a particular activity, e because 
it is new (e.g. a new information centre), then you will be able to measure the change. 
Using the example of a new information centre, you might be able to show that there 
has been a steady increase in the number of visitors to the information centre over a 
specific period of time. This requires you to set in place a method of recording the 
number of visitors. This simple action will give you a number at the end of each month 
or year which you can use to show that there has been a steady rise (or decline) in the 
number of visitors. Whilst this is useful, it doesn’t take advantage of the opportunity 
to derive more useful data that can help you manage the centre. For example, in 
relation to the Question and Answer Service (QAS):
•	What target group (e.g. farmer, consultant, school student)?
•	What information were they looking for (topic)?
•	What format (e.g. print, electronic, local knowledge)?
•	Did they find the information they wanted?
•	How long did it take to answer the query?
4.2.4 Planning for evaluation
When planning an evaluation, it is essential that you include representatives of all 
stakeholders. It is good to capture a range of experiences and insights when evaluating, 
including:
•	those who pay or contribute to the activity
•	those who manage the activity
•	those who benefit from the activity.
Resources needed for evaluation are mostly stationery and time.
Data derived from evaluation exercises should be documented and presented at team 
meetings and where possible at general staff meetings. Both successes and failures – 







1 Identify appropriate indicators for each of the three ICM activities below:
– radio show on goats as meat animals (to encourage goat production at the village 
level, to enhance food security)
– market prices sent to mobile phones (prices sent on request by famers so that they 
can decide when and where to market their produce, to improve economic well-
being)
– training video for women flower growers (to improve quality and returns, to 
improve economic well-being).
  Remember, indicators are needed to provide evidence that the activity has taken 
place as well as the impact of that activity. [Learning Objective 3]
2 Thinking about the previous Learning Activity, for each of the three ICM activities 
provide an indication of possible stakeholders and the likely resources necessary to 
carry out the evaluation, and what different kinds of evaluation you have/can 
expect to encounter(ed). Also, indicate in what way the findings will be 
communicated. [Learning Objective 4]
Individual work
1 Using two examples of an ICM strategy implementation activity (of your choice, but 
try to be realistic), explain to your colleagues why you ought to undertake 
monitoring and evaluation. [Learning Objective 1]
2 Design a logic model (similar to that shown in Boxes 4.2.1 to 4.2.4) for one of the 
following ICM strategy implementation activities:
– a campaign for secondary school students to encourage them to consider 
agriculture as a career (to counter the negative growth in young people becoming 
agriculturalists); or
– a video aimed at diploma-level agriculture students to show them how to manage 
an egg-laying operation (as a small-scale village operation).




| Summary of topic
Monitoring and evaluation is an essential component of an ICM strategy. M&E is used 
to assess performance and measure impact. In this regard, the ‘logic model’ is an 
effective and easy-to-understand method of determining what needs to be evaluated. 
Determination of indicators to assess performance and measure impact ought to be 
done in a clear-sighted way to ensure that the indicators are relevant and useful. The 
findings of evaluation should be documented and disseminated to staff; opportunities 
to discuss the findings with staff should be sought. Both positive and negative results 
should be reported and discussed.
| Useful reading / links /references
CTA/KIT/IICD. 2009. Smart toolkit for evaluating information projects, products and 
services (2nd edn) Wageningen, the Netherlands. http://www.smarttoolkit.
net/?q=toolkit
IMARK Group. Investing in information for development. Unit 6 – Evaluating an 
information project unit. 6.1 Getting ready; Unit 6.2 Building consensus; Unit 6.3 
Defining content; Unit 6.4 From questions to results. http://www.imarkgroup.org/
moduledescription _ en.asp?id=4
Owen J.M. 1993. Program Evaluation, Forms and Approaches. Allen and Unwin, St. 
Leonards, NSW, Australia.
W.K. Kellogg Foundation. 2004. Evaluation Handbook: Philosophy and 
Expectations. Battle Creek, Michigan, USA. http://www.wkkf.org/knowledge-center/
resources/2010/W-K-Kellogg-Foundation-Evaluation-Handbook.aspx
W.K. Kellogg Foundation. 2004. Logic Model Development Guide: Using Logic 




Timings for the different activities of Module 4.2 
•	Presentation: 25 minutes
•	Group activity 1 (and discussion): 23 minutes
•	Total time: 48 minutes
Resources available




Updating the  
ICM strategy
| Learning Objectives
By the end of this topic you should be able to:
1 explain the need for sharing the M&E report for the ICM strategy
2 explain the need for updating the ICM strategy
3 identify the main steps involved in updating the organisational ICM strategy
| Key Terms / Concepts
Updating ICM strategy, Sharing the M&E report,  
Organisational communication channels, Stakeholder meetings, 
Staff feedback
| Introduction
This topic covers the issues related to sharing the M&E report generated during the 
monitoring and evaluation phase and the updating of the ICM strategy when the time 
comes to do so. It establishes that the M&E report has to be shared among the staff of 
the organisation – just like the draft ICM strategy document has been shared and 
commented on by the staff at the beginning of the ICM strategy development process. 
The topic further examines the possible reasons for updating the ICM strategy and the 
processes that the ICM strategy team must follow in updating it, stressing that the 





 Sharing the monitoring  
4.3.1 and evaluation report
As one of the key purposes of M&E is to create an opportunity to learn from the 
implementation of the ICM strategy, the M&E report should be presented to all 
concerned. The ICM strategy team should organise and facilitate meetings and other 
organisational learning events to make sure that all staff, as far as possible are aware 
of the lessons learned in implementing the existing ICM strategy. The findings and 
recommendations of the M&E report will also be one of the main justifications for 
updating the ICM strategy and as such, the findings have to be shared and accepted by 
all concerned.
As soon as the M&E report is prepared, the people responsible for the study should 
identify the best way to have the contents of the report disseminated to and commented 
on by staff and management. The process of sharing the document will be similar to 
that used by the ICM strategy team to gather staff feedback on the draft ICM strategy 
document earlier (See Module 3.3.1):
•	Segment the staff: to deal with homogenous groups, making it easier to use common 
channels, language, etc.
•	Select appropriate communication channels: to suit the preferences, dispositions 
and capabilities of the different groups of staff
•	Select a time and place: to ensure that everyone gets the opportunity to share and 
contribute to the discussion on the M&E report
•	Facilitate the meetings: to ensure efficient organisation and execution of the 
meetings 
•	Document and process the feedback: to ensure the capture and documentation of 
ideas, issues and views aired during the presentation and discussion of the M&E 
report (Figure 4.3.1).
The final version of staff feedback will be used in revising the M&E report, which in 




As in the staff feedback gathering process (Module 3.3.1), the presentation of the 
M&E report could take the form of publishing the report on the intranet, sending a 
copy to all staff via email, presenting the highlights of the report for a larger gathering 
and others – depending on the physical dispersion of staff and units, time available and 
resources available for the purpose. As in the staff feedback gathering, a combination 
of communication channels may need to be used to bring the content of the M&E to 
the attention of all staff members and to ensure continuous feedback from everyone.
Based on staff feedback, the M&E report will be revised and made available for reference 
by all staff. It will also be one of the main sources guiding the updating of the ICM strategy.
Use feedback 















Figure 4.3.1 Key steps in collecting staff feedback  
on the draft ICM strategy document and M&E report
111
4
4.3.2 Updating the ICM strategy
As time passes, some of the ICM issues targeted by the strategy may no longer exist, 
may have ceased to be as important or may need to be addressed differently, requiring 
different strategy statements and instruments. It is also not uncommon for 
organisations to change their goals and objectives in one form or another (change in 
organisational strategies and priorities, extension in the scope of activity, engaging in 
a totally new area of business, restructuring, etc.), leading to new information and 
communication requirements. To serve its purpose, the ICM strategy must reflect the 
current and future needs and challenges related to ICM in the organisation. And one 
of the mistakes commonly made is to keep strategies that have outlived their purposes 
or strategies that focus on issues that have ceased to exist or to be important. Due to 
such phenomena, the ICM strategy must be updated at regular intervals to ensure that 
it addresses the current ICM issues and accommodates the lessons learned from the 
M&E of the existing strategy.
The updating of the ICM strategy could involve modifying, adding, merging or 
replacing any aspect of the strategy, including the strategy issues, objectives or 
implementation processes such as responsibilities and timelines. An organisation will 
find it necessary to update its ICM strategy every two and four years. This may be to 
accommodate emerging information needs and to improve on the implementation of 
the existing ICM strategy, although it may choose to update its implementation plan 
more frequently, perhaps on an annual basis, for example, when timelines need 
revising and short-term activities have been completed.
Basically, updating the ICM strategy document involves all the key processes followed 
in developing it, i.e. from reviewing the organisational goals and objectives to 
publishing and communicating the updated ICM strategy.
The key steps will include: 
1 reviewing the objectives, aspirations, goals, or priorities of the organisation for any 
changes
2 assessing the relevant environment for changes that usually lead to updating the 
organisation’s ICM strategy, such as industry trends. A useful way to assess changes 
in the environment will be conducting environmental scanning. Environmental 
scanning is a process for monitoring an organisation’s internal and external 
environments for clues to change that could mean new threats and opportunities. 
(See the “Useful Reading/Links” at the end of this module for materials on 
environmental scanning.)
3 reviewing the M&E results to see if there are any aspects of the ICM strategy that need 
to be modified, dropped, closed or expanded, leading to updating of the ICM strategy
4 initiating a formal process of updating, including: 
–   renewing the mandate of the ICM strategy team or setting up a new one with a 
similar mandate of coordinating the whole process of updating and implementing 
the revised ICM strategy
–  getting the approval of management responsible for resources
–  notifying staff of the initiation of the process.
5 conducting an information audit and SWOT analysis, using the same or different 
tools, persons, and approaches as necessary




7 presenting the draft updated ICM strategy document using a combination of 
organisational communication channels at appropriate times and places for the 
different categories of staff and following the same processes of:
–  segmenting staff
–  selecting appropriate communication channels
–  selecting a time and place appropriate for the presentations
–  facilitating the meeting/interaction 
–  documenting and processing the feedback.
8 finalising the updated strategy, based on feedback, including responsibilities, 
timelines, M&E systems and budget requirements
9 getting approval of management and staff of the updated ICM document
10 publishing the updated ICM strategy in different formats and using different 
communication channels
The updated ICM strategy then enters into another cycle of implementation, 
incorporating an M&E process to assist with keeping the implementation plan on track 





Form a group of four to six people, select a chair, rapporteur, and presenter and 
discuss/brainstorm on the following issues2:
1 Discuss your experience of the staff’s reaction to M&E reports and the approaches 
used by your organisation to manage the negative reactions (if they exist). List the 
three organisational approaches widely used to manage the negative reactions 
across the different organisations represented in your group.
2 Discuss if your organisation has ‘listened’ and responded to the results of M&E (if 
undertaken).
3 Discuss the most effective organisational communication channels to motivate all 
staff in your organisation to give unreserved and critical feedback to organisational 
communications and initiatives, with examples.
4 Discuss recent changes in organisational aims or priorities and how they have 
affected the information requirements of you and your colleagues.
Present your group discussions to plenary; discuss the differences and similarities 
among the different groups on the topics presented to plenary.
Individual work
1 Why is it important for the ICM strategy team to share the M&E report before 
embarking on updating of the existing ICM strategy document?
2 What are the possible reasons for updating of the existing ICM strategy of an 
organisation?
3 Describe the key steps involved in updating an existing ICM strategy document.
2  In the interest of time, the facilitator may have to select only some of the questions 




| Summary of topic
The M&E report containing the findings of the exercise, including how well the 
strategy has been implemented, the lessons learned, and recommendations made to 
change, modify or update the strategy and its implementation must be presented to all 
staff. This M&E report will also include findings and recommendations for any M&E 
activities that might have been undertaken on different aspects of the strategy over 
the period of its implementation. The process of sharing the document will be similar 
to that used by the ICM strategy team to gather staff feedback on the draft ICM 
strategy document earlier. The presentation of the M&E report could take the form of 
a report published on the intranet, sending a copy to all staff via email, presenting the 
highlights of the report for a larger gathering, and others – depending on the physical 
dispersion of staff and units, time available, and resources available for the purpose. 
Based on staff feedback, the M&E report then will be revised and made available to all 
staff. It will also be one of the main sources guiding the updating of the ICM strategy.
To serve its purpose well, the ICM strategy must reflect the current needs and 
constraints related to ICM in the organisation. Updating the ICM strategy document 
involves all the key processes followed in developing it, ranging from reviewing the 
organisational goals and objectives, to publishing and communicating the updated 
ICM strategy, including the results of the M&E exercise. Once updated, the new ICM 
strategy then enters into another cycle of implementation, once again incorporating 
M&E exercises.
| Useful reading / links
IMARK Group. Investing in information for development. http://www.imarkgroup.org/
moduledescription _ en.asp?id=4
JISC. Review and synthesis of the JISC Information Strategies Initiative (JISI) http://
www.jiscinfonet.ac.uk/infokits/strategy/jisi/guidelines-what 
JISC. Guidelines for developing an information strategy: the sequel. http://www.jisc.
ac.uk/whatwedo/programmes/infstrat/infostrat.aspx
Mahaffe, J. 2008. Ideas on effective environmental scanning in the digital age. http://
foresightculture.com/escanning-20
Orna, E. 2004. Information Strategy in Practice. Gower, Farnham, UK.




Relating to the presentation
Start the presentation with Slide 2 highlighting the main issues to be covered in 
Module 4.3.
Remember that the goal of Module 4.3 is to introduce trainees to the needs for, and 
steps involved in, updating the ICM strategy at regular intervals. With this in mind, 
aim to ensure that after completing the topic, trainees are able to: 
•	explain the need for sharing the M&E report
•	explain the need for updating the ICM strategy
•	Identify the main steps involved in updating the organisational ICM strategy.
•	When covering Slide 6, refer to the presentation on the process of gathering staff 
feedback in Module 3.3 to stress their similarities and possible differences.
•	At the end of Slide 5, invite trainees to ask questions on the issues surrounding the 
reasons for and the steps in sharing the M&E report. If no questions or comments 
come from the trainees, you could ask them if they see any potential difference 
between the process of staff feedback gathering and the process of sharing the M&E 
report.
•	While presenting Slide 10, ask trainees whether they have recently witnessed 
changes in the objectives or priorities of their organisations or changes in their 
immediate environments that would have a bearing on the priorities and goals of 
their organisations. Try to explain how the changes that the trainees might have 
witnessed could have a bearing on the existing ICM strategy.
•	Throughout your presentation, refer to similar activities covered in the earlier topics 
of the training with the aim of showing their similarities and differences as well as 
refreshing the memories of the trainees regarding some the activities repeated at 
this stage of the ICM strategy development and implementation.
•	As you finish the presentation on the ‘Updating the ICM Strategy’, again ask trainees 
if they need any clarification or need to make comments on the issues covered by the 
topic. Encourage those who have not participated in the discussions on this topic so 
far to participate.
Facilitator’s note
The brief below provides guidance on the different training activities that a trainer  
should consider during the training (i.e. during presentations, group activities  
and plenary sessions), and the timings for the different activities for this topic.  




Relating to group activities
After ensuring that trainees have shared their views and have received answers to 
their questions, inform the trainees that the next part of the session will be a group 
discussion/brainstorming on issues that have been selected for further discussion on 
updating the ICM strategy. 
1 Go through the discussion questions as presented in the final slide of Module 4.3, 
explaining the questions and what the trainees are expected to do during the 
group activity.
2 Then help trainees to form groups of four to six members. Instruct each group to 
select a chair, rapporteur and presenter.
3 Allocate discussion areas for each group. Group discussion areas should have 
already been set up before the trainees arrived.
4 Once all the groups are in place, make a quick stop at each to see if it has started 
the discussion, give further explanations, etc. Continue supporting the group 
activity by quickly going from group to group at regular intervals.
5 When the discussion time is up, reconvene the class, and ask each group to present 
the output of their discussions in a plenary.
6 Allow question and answer sessions after the presentation of each group as well as 
after all groups have presented.
Wrap up Module 4.3 by summarising the main points of the presentation and 
discussions. Remind trainees to read the relevant reading materials and do the review 
questions for the topic as soon as they have time to do so but before the next day of 
training. Ask each participant to complete and return the session evaluation form 
before the closing session of the training.
Timings for the different activities of Module 4.3
•	Presentation: 30 minutes
•	Discussions and question and answer sessions during or after presentation: 15 minutes
•	Group activity: 30 minutes
•	Plenary and wrap up of topic: 15 minutes
•	Total time: 1 hour 30 minutes
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Appendix 1 – Facilitator’s Notes
| The Opening Session of the Training
Facilitator’s Note for the Opening Session of the Training
The brief below provides guidance on the materials required for the training, the 
activities that the lead trainer should carry out before and during the training and the 
time allocation for different activities of the opening session.
Before the training begins
On the first day of training, it is important that you and the team coordinating the 
training (if there are any) arrive at the training venue at least 1 hour before the training 
starts, to prepare the space. Put in place all the training materials required for the first 
day of the training (attendance sheets, hand-outs, projectors, flip chart, evaluation 
forms, etc.), set the training room up for the training (for the presentations as well as 
small-group discussions), and put up signage, if you have any. Make sure also that you 
have in place the following materials needed for the entire duration of the training 
before the start of the training:






•	trainees copies of the Training Manual (i.e. the Facilitator’s Guide without the 
Facilitator’s Notes)
•	trainer’s copy of the slides by topic/module
•	additional hand-outs of case studies and other relevant materials (if any)
•	slide projector and screen
•	boards (white board and a standard board to post ideas, suggestions, etc.,)
•	cards of different colours for posting ideas, suggestions
•	name tags
•	desktops/laptops with Internet access.
As far as possible, ensure that the training venue is conducive and furnished for the 
training and has ample space for the presentations as well as for the different group 
activities, such as small-group discussions and role-play.
Assignment of roles to the members of the training team should be done days before 
the training, including co-ordinators of the registration and distribution and collection 





As the trainees arrive, welcome each person to the training and ask them to fill out the 
attendance form and collect their pack containing the training materials prepared for 
each trainee.
Start the training by welcoming all again to the training. If an official is opening the 
training, invite the official to make the opening speech after a few words of general 
introduction to the training programme.
After the completion of the opening speech(es), introduce yourself and your team 
members. Then ask each trainee to introduce themselves one after another. You can 
start with the trainee sitting at the back or the front, whichever you think is better to 
create a friendly environment. Ask everyone to include in their introduction their 
name, affiliation, position, experience in information and communication management 
strategy and area of specialisation.
Training norms
Agree on training norms (also known as house rules) such as time of starting and 
finishing each day, where trainees should go for refreshments and lunch, when 
trainees are allowed to use their mobiles and the Internet and anything else that you 
would like participants to observe throughout the training programme.
Overview of the training agenda1
Immediately after agreeing on training norms, start briefly describing the core of the 
training agenda:
•	the goals and objectives of the training
•	the different modules to be covered during the training
•	what is included in the package issued to each participant: hand-outs/slides, 
additional reading materials, training schedule and evaluation forms.
1 Use the slide presentation prepared for the ‘opening session‘ briefing
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Goals and objectives of the training
Point out that the goal of the training is to equip trainees with the knowledge, attitude 
and skills to appreciate, initiate, design, implement and evaluate ICM strategies in an 
organisational context. To this end, the training aims to enable trainees to:
•	describe what ICM and ICM strategy are
•	explain why ICM strategy is important to organisations 
•	initiate strategy development through gaining buy-in of management and employees
•	design and conduct situational analysis
•	identify and select appropriate ICM strategic objectives and choices based on the 
situational analysis
•	formulate ICM strategy for an organisation
•	communicate the ICM strategy document, collect feedback from management and 
employees, and finalise the ICM strategy formulation process
•	set up an M&E system to follow up on the implementation of the ICM strategy
•	engage in updating the ICM strategy at regular intervals.
Modules covered during the training
Module 1: Introduction to ICM and the ICM Strategy
 1.1  What is ICM and ICM strategy?
Module 2: Preparation and Planning Process
 2.1 Mobilising Resources and Reporting
 2.2 Analysing the Current Situation
Module 3: Strategy Formulation and Development
 3.1 Identifying and Selecting Options
 3.2 Drafting the ICM Strategy Document
 3.3 Communicating the ICM Strategy
Module 4: Implementation, Monitoring and Evaluation
 4.1 Implementation Issues
 4.2 Monitoring and Evaluation
 4.3 Updating the Strategy
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Contents of the training pack and how to use them
•	The hand-outs/slides contain the content for each module. Ask participants to come 
prepared by reading the hand-outs/slides for each module before the session. At the 
end of the hand-out/slides for each topic, there is a blank page for participants to 
write their notes.
•	The additional materials are to be used as case readings for group discussions or as 
background reading for the relevant topic. Ask participants to read them before 
coming to the training sessions related to the materials.
•	The evaluation forms are to be completed by participants at different times during 
the training: 
– The session evaluation form is to be completed and returned to you by each 
trainee at the end of each session. The purpose of this evaluation is to gain 
feedback on trainees’ reactions to each training session and their immediate 
changes in knowledge, skills or attitude because of their participation in the 
session. Such feedback from the trainees is necessary to improve the quality and 
relevance of the training.
– The self-assessment form is also to be completed by each trainee, preferably at the 
end of each training day. Trainees should be instructed to keep the self-assessment 
form until the end of the training. The purpose of the self-assessment form is to 
allow each trainee to follow and plot their own learning and development during 
the training.
– The summary evaluation form is to be completed by every trainee on the final 
day of the training. The purpose of the summary evaluation form is to get an 
overall assessment of the training by the trainees and assess the knowledge and 
skill gaps of trainees that still need to be filled.
– Mini-test: A mini-test consisting of 10–12 questions can also be conducted to 
measure learning. This assessment is conducted at the end of the training. 
Questions for such a test should be drawn from each of the topics covered during 
the training.
After the discussion of the training agenda, open the floor to participants to ask for 
clarification and make suggestions.
On completion of the discussion, redirect the focus and the attention of trainees to the 
activities and the topics to be covered during the first day of the training.
Time allocation of the opening session activities: 30 minutes
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Appendix 2 – Template for 
Preparing (and Reviewing) a Terms 
of Reference for an ICM Strategy 
Development Activity
Note: These guidelines should be read in conjunction with the Facilitator’s Guide, 
Section 2.1.2, and with reference to the Sample TORs for an ICM strategy 
development exercise (Appendix 3).
Section – and length Guidelines
1. Background – no 
more than a page and a 
half
Present the parent organisation, e.g. Ministry of Agriculture, National 
Agricultural Research Organisation, and include the following:
•	vision/mission /mandate (select as appropriate)
•	focus /goals & objectives (select as appropriate)
•	result/specific objective – which links the role of information and communication 
within the organisation with its strategic objective, e.g. linking farmers to markets 
and thus enhancing rural livelihoods
Present those sections of the organisation that mainly deal with information and 
communication projects, products and services. That might be a single unit, e.g. 
National Agricultural Information Centre (referred to as the ‘ICM section’), but 
there might also be significant ICM activities in other departments or sections, e.g. 
Research Division, Extension Department, Market Information Unit
If the ICM section has a presence beyond the main headquarters, e.g. staff at 
district offices, then note that also
Outline the main focus/key objectives of the ICM section, e.g. collating and 
disseminating market information to farmers
Provide an overview of the range of products and services offered by the ICM section, 
e.g. market prices by SMS, radio broadcasts, digital repository, farmer field schools
Present the shortcomings/challenges being faced by the ICM section, or 
opportunities (e.g. because of new technologies, partnerships). This should be 
presented in the form of a bulleted list, 
Add a paragraph that describes what inaction – a failure to act on these shortcomings 
or challenges – may result in strategic objectives not being met, and that impact will 
be minimal. This is the critical link to justifying why an ICM strategy is needed, and 
should be stated explicitly (this is what your management will expect of you)
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2. Objectives and 
scope – no more than 
two paragraphs
The overall objective is for the consultancy or strategy development exercise, not 
the ICM strategy itself (that will be determined later). And the overall objective 
must address the shortcomings outlined in the section headed background
The specific objectives (of the exercise) are likely to be the development of i) an 
information and communication management strategy (of such and such a 
duration; two to three years is recommended); and ii) the formulation of a strategy 
implementation plan (SIP) which includes an indicative budget
The scope of the exercise is expressed in one or two concise sentences describing 
where the focus of the strategy development team should be during the ICM 
strategy development exercise, e.g. ways in which the information resources of the 
organisation can be mobilised for the benefit of farmers. If there are any priority 
areas of concern, they can also be mentioned, e.g. rapid uptake of mobile telephones 
(in the country) and their potential for further development of products and 
services. It should not be a list of outputs or outcomes because that comes later
3. Expected outputs 
– more or less a single 
paragraph with bullet 
points
The expected outputs are the outputs of the strategy development exercise, not 
the outputs of the ICM strategy itself.
There are likely to be two expected outputs (which mirror the specific objectives 
noted above): 
1. Fully elaborated, 2/3/5-year information and communication management 
strategy for [organisation]
2. Strategy Implementation Plan (SIP) with [ICM section] as the implementing 
body. The SIP will include proposals for the establishment of an ICM learning, 
monitoring and evaluation system for [organisation] and include an indicative 
budget
Note in the TORs that these two outputs will be produced sequentially, strategy 
first, then SIP
4. Issues to be 
addressed – as a series 
of bullet points under 
two main headings
The issues to be addressed (for the strategy development exercise) fall under 
two main headings, which reflect the two expected outputs:
Regarding the ICM strategy for [organisation]
Regarding the Strategy Implementation Plan (SIP) for [organisation]
The activities and sub-activities shown in the Sample TOR can be used here, under 
each main heading. They are reasonably generic so only minor amendment may be 
necessary
5. Methodology – no 
more than a single 
paragraph is necessary
An example of the methodology to be used is presented in the Sample TOR. 
Essentially, this methodology encourages participants to achieve the outputs 
through consultative, transparent, participatory methods for strategic planning, 
and refers the implementers to the Facilitator’s Guide
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6. Expertise required 
– no more than two 
paragraphs
Whether you intend to undertake the ICM strategy development in-house or hire 
external consultants, there will be requirements for expertise that you should 
identify. 
In the case of an in-house exercise, provide an idea of the size of the core team 
which will undertake the ICM strategy development. You should highlight 
particular areas of expertise and knowledge required, e.g. ICM/ICT experience, 
experience in planning, communications, M&E and extension services. Remember 
that it is the attributes of the whole team that you are listing; some individuals will 
have experience in more than one area. Mention the attributes required of the team 
leader, e.g. that s/he should have 10 years of ICM experience in agriculture and 
rural development. Alternatively, simply name the head of the ICM section as the 
team leader if that individual has the capacity
In the case of an outsourced consultancy, you can be more demanding of the 
capabilities/expertise required, e.g. ‘15 years of experience in …’, ‘must have 
front-line experience of utilising ICTs in a rural development capacity’. If language 
will be an issue, decide what linguistic capabilities are needed
In some cases, it might be more appropriate to have one or two external consultants 
join an in-house team to carry out the ICM strategy development. This hybrid – in-
house/outsourced – can have facilitate the transfer of skills and methodologies from 
outside to your organisation. In which case, this aspect must be noted, e.g. the 
consultants must train in-house staff during the strategy development process and 
mentor staff during the subsequent implementation phase
7. Reporting – no more 
than one or two bullet 
points
The two expected outputs of this exercise are an ICM strategy document and 
strategic implementation plan. In all probability, these two outputs will be bound 
together as one report. This should be the only reporting requirement and is a 
responsibility of the strategy development team as a whole. All you need identify (as 
bullet points) is the number of copies required, the format (e.g. Microsoft Word and/
or PDF), and the recipient/s of the report
8. Implementation 
schedule – as bullet 
points
Using bullet points identify the timing and duration of each stage in this 
exercise. There will probably be only three or four stages, for example:
selection and appointment of consultants (if outsourced)
training of strategy development team (if in-house, or as needed)
formulation of the strategy (allow between two to four months, depending on 
circumstances)
formulation of the strategy implementation plan (allow two months to ensure full 
participation of stakeholders)
9. Co-ordination – a 
single sentence
“Who’s in charge?” is the reason to identify the individual responsible for co-
ordination. If the exercise is conducted solely in-house, then the team leader or 
head of the ICM section will be the co-ordinator (and this is the person with whom 
the donor deals for all matters pertaining to the exercise); if the exercise is 
outsourced, then the co-ordinator is the point of contact for the expert team
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10. Key documents 
– as many bullet points 
as necessary
The key documents are usually, but not restricted to the following:
Organisation’s corporate strategy [note duration]
Any national plan or policy document relating to agriculture, rural development, 
ICTs
Any significant reviews, scoping papers, briefings on the ICM section or ICM 
initiatives in the country as a whole
Smart Strategy for Information and Communication Management: A Toolkit for 
Agricultural and Rural Development Agencies, CTA, 2012
Smart toolkit for evaluating information projects, products and services, CTA/KIT/
IICD, 2009 
Resource allocation
Even an in-house ICM strategy development exercise ‘costs’. In order for senior 
management to adequately assess the value to the organisation of the proposal to 
undertake an ICM strategy development (of which the TOR is the blueprint), a resource 
allocation (or budget) will have to be prepared. 
Table 2.1.1 in the Facilitator’s Guide provides a template for drawing up a set of 
resource requirements, including staff time, budget and facilities. A sample resource 
allocation is included at the end of Section 2.1.2.
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Appendix 3 – Sample Terms of 
Reference for an ICM Strategy 
Development Exercise
TERMS OF REFERENCE
Consultancy for the development of an information and communication 
management (ICM) strategy for Ministry of Agriculture, [country] 
| 1.  Background and rationale for developing an ICM 
strategy for MOA-NAIC
The Ministry of Agriculture, MOA, has set itself the laudable vision of ‘a modernised 
agriculture and livestock sector’ as the basis for achieving national food security. MOA 
has identified – as one of the key pillars of this vision – the transformation of agriculture 
from subsistence to a productive high value, market-oriented farming that is 
environmentally friendly and has an impact on other sectors of the economy. In order to 
accelerate progress towards attaining these ambitious goals, MOA established the 
National Agricultural Information Centre (NAIC) in Sep 2003, through funding by 
regional agencies. The creation of NAIC is seen as a major boost to the agricultural sector 
in the country, not least because of its anticipated role in linking farmers to markets. 
NAIC has been set a number of ambitious and wide ranging operational objectives 
including: (i) serving as a one-stop shop to facilitate farmers’ access to accurate 
information on farming and product marketing; (ii) providing scientists, researchers 
and extension officers as well as the business community with access to relevant 
information; (iii) carrying out sensitisation campaigns on appropriate cropping 
practices, the proper use of fertilisers and pests and disease control on selected crops; 
and (iv) promoting the use of local indigenous knowledge. 
NAIC’s information and communication management (ICM) operations cover five 
distinct areas: (i) extension material development, (ii) GIS, (iii) library, (iv) audio-
visual production and (v) market information systems. 
With respect to market information systems, NAIC runs AMIS, a platform based on 
different Content Management Systems (Joomla and Drupal) and on WebISIS. The 
platform serves operators in the agricultural and livestock sectors. Visitors can 
download documents, media files, consult yellow pages (institutions or companies) 
and white pages (resources persons). NAIC runs the “e-AgInfo” Market Information 
System. Established in the context of the World Bank-funded project the e-AgInfo 
platform provides access via web or SMS to commodity prices within the national 
markets. Users can access monthly reports via the web interface. 
Each season, the centre carries out sensitisation campaigns on appropriate cropping 
practices, the proper use of fertilizers and pests and disease control on selected crops. 
The centre uses national television, national and community radio stations as well as 
agricultural extension officers to pass on campaign messages. NAIC has also developed 
a platform for exchange between farmers among themselves and with experts. 
Farmers post their experiences and queries and a moderator validates the publication 
of contents. Access to the platform is facilitated by NAIC through telecentres and 
Community Innovation Centres country-wide, which equally provide access to data on 
market prices from a distance. 
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While the type and range of information services offered by NAIC are quite exhaustive 
and impressive, various shortcomings have been observed in its operations including: 
•	weak information management practices within NAIC and across MOA, making it 
difficult to ensure future use of the information being generated from the various 
projects and services
•	overall lack of up-to-date and relevant content in NAIC
•	inadequate staff skills 
•	absence of clearly defined indicators that link NAIC interventions to MOA’s mission 
and strategic goals
•	absence of a system for monitoring and assessing the impact of NAIC’s operations 
•	insufficient awareness among farmers groups and others about NAIC’s services
•	limited scope and availability of NAIC’s market information services 
•	poorly defined networking arrangements among NAIC’s stakeholders
•	weak linkages between research and extension 
These weaknesses are likely to impair NAIC’s effectiveness and impact and hamper MOA’s 
drive towards realising its vision of modernising the agriculture and livestock sectors in 
the country. On the whole, NAIC runs the risk of being too focused on developing and 
implementing information services without fulfilling its promise of providing a major boost 
to the agriculture and livestock sectors in the country. This situation calls for a sound ICM 
strategy at the level of MINIGRI to guide the operations of NAIC.
| 2. Objectives and scope 
The overall objective of the consultancy is to strength the information and 
communication management capabilities of MOA and its constituent agencies, projects 
and cross-cutting services including NAIC. More specifically the consultancy is aimed 
at: (i) developing a 5-year ICM strategy for MOA, in particular NAIC, and (ii) 
formulating an operational plan and indicative budget for the implementation of the 
ICM strategy. 
The ICM strategy should focus on how best MOA, through NAIC, can develop and 
maintain information and communication services for the benefit of farmers by 
mobilising its own knowledge resources and those of others engaged in agriculture in 
the country. At the operational level, priority should be given to solutions that enable 




| 3. Expected outputs
The following outputs should be achieved: 
1 fully elaborated 5–year information and communication management (ICM) 
strategy for MOA-NAIC 
2 a Strategy Implementation Plan (SIP) with NAIC as the leading implementing 
body. The SIP will include proposals for the establishment of an ICM learning, 
monitoring and evaluation system for MOA. 
These outputs will be produced in phases, in the order in which they are listed above. 
| 4. Issues to be addressed 
1 Regarding the ICM strategy for MOA-NAIC
•	Conduct an information audit within MOA covering:
– core information needs and uses in the different sections/ services/ projects and 
the main gaps in ICM
– existing information content management practices 
– ICM capabilities/skills/know-how 
– infrastructure and tools (software/hardware) available for effective information, 
communication and knowledge sharing mechanisms including networking, PR 
and (e)marketing used for content sharing and stakeholders interactions
– organisational learning capabilities 
•	Analyse the external environment, focusing on: 
– information management practices of farmers’ organisations and their 
information needs 
– opportunities for developing strategic partnerships between MOA-NAIC with 
other ICM actors at national, regional and international levels 
•	Undertake a SWOT analysis 
•	Develop the strategic goals and corresponding logical framework concerning ICM issues 
•	Define the impact pathways linking the ICM strategies to the mission and vision of MOA
2 Regarding the Strategy implementation Plan (SIP) for NAIC
•	Recommended actions to realign the current information projects and services of 
NAIC to reflect the new ICM strategy
•	Recommended new ICM services in line with the strategy and performance 
indicators for each service area 
•	Identify a network of national institutions that will play a key role in providing ICM 
services in agriculture along with NAIC
•	Advise on ways to ensure consistency between NAIC’s institutional arrangements/ 
processes and the new ICM strategy (management, organisational structure, human 
resource management, budget) 
•	Elaborate a plan to fill in skills gaps and address training needs within NAIC
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•	Elaborate approaches for partnerships, communication and outreach 
•	Design a M&E framework for NAIC
•	Advise on approaches to facilitate organisational learning across MOA 
| 5. Methodology 
The outputs will be developed through the application of sound principles of planning 
for not-for-profit organisations. The methodology to be agreed with the selected 
consultants is therefore expected to include the standard methods and tools for 
strategic planning, including information audits, assessment of the external 
environment, SWOT analysis and logical framework analysis. The consultants must 
also draw on tried and tested guidelines for strategic planning in the field of agricultural 
information and communication management2. Moreover, the planning exercise must 
be consultative, participatory, facilitated through group and team work, and based on 
desk studies and rapid appraisal techniques that would ensure timely delivery of high 
quality outputs. 
| 6. Expertise required 
A core team of 3-4 experts, bringing together experiences from agriculture, ICM 
(including ICT for rural development), and planning, monitoring & evaluation will be 
engaged for this assignment. The team should have the ability to work in English. 
The team leader, who will also have the overall administrative responsibility for the 
assignment, should have more than 15 years of experience in ICM and rural 
development issues. She/he should be capable of leading multi-disciplinary teams and 
be conversant with strategy development. The team must also include one expert in 
ICT for rural development and one or two experts in communications management, 
with at least 10 years of experience in their respective fields. The team should also 
have expertise in extension services.
| 7. Reporting 
Two bound copies of the strategic plan and strategy implementation plan, as well as 
electronic versions in word and PDF formats should be provided to MOA. 
| 8. Implementation schedule
•	July 2012: Selection & appointment of consultants 
•	August 2012 – October 2012: Formulation of the ICM strategy 
•	November–December 2012: Formulation of the Strategy Implementation Plan. 
| 9. Co-ordination
MOA and the donor will co-ordinate the consultancy jointly.




| 10. Key documents3 to be made available to consultants 
•	MOA strategy and background information on NAIC
•	CTA guidelines on developing an ICM strategy
•	CTA/KIT/IICD Smart toolkit for evaluating information projects, products and services
3 List to be completed before start of assignment.
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Appendix 4 – Training Evaluation 
and Assessment
| 1. Session Evaluation Form
1. Please rate the session in terms of content, delivery, organisation and influence, 
using a scale of 1 through 5, where 1 is low, 3 is medium and 5 is high. Circle the 
number that best applies to your opinions.
Areas of evaluation of session Rating scale
The content of the topic was relevant to the preparation of ICM strategy 
development and implementation
1 2 3 4 5
The learning activities were relevant to the issues covered in the topic 1 2 3 4 5
The additional reading materials provided were appropriate 1 2 3 4 5
The pace of the session was just right 1 2 3 4 5
The content of the topic was clearly presented 1 2 3 4 5
The learning activities session were well facilitated 1 2 3 4 5
The question/discussion session was adequate 1 2 3 4 5
The method of delivery of the content (presentation, group session, etc.) 
was appropriate
1 2 3 4 5
The hand-outs/slides were satisfactory 1 2 3 4 5
The training room facilities were satisfactory 1 2 3 4 5
The teaching aids were satisfactory 1 2 3 4 5
1 2 3 4 5
Please take a moment to answer the following questions, too.
1. What did you like best about the morning (or afternoon) session?
2. What have you learned so far in this training session that you didn’t know before?
3. What would you like to know more about that was addressed so far in the session?
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4. How can the trainers make the remainder of the sessions most effective for you as 
a trainee?
5. What other specific comments do you have?
| 2. Trainees’ Self-assessment Form
Think about what you knew before this training and what you have learned here 
during this training about the different aspects of ICM strategy development and 
implementation. Circle the number that best represents your knowledge and skills 
before then after the completion of each module. Keep the form with you until the 
end of the training.
Rating scale: 1= Low 3=Medium 5= High
Before Training
Self-Assessment of Your Knowledge  
and Skills Related to:
After Training
1 2 3 4 5 What ICM is 1 2 3 4 5
1 2 3 4 5 What ICM strategy is 1 2 3 4 5
1 2 3 4 5 Why ICM strategy is important to organisations 1 2 3 4 5
1 2 3 4 5 The ICM strategy development process 1 2 3 4 5
1 2 3 4 5 The process for a situational analysis of ICM in your 
organisation
1 2 3 4 5
1 2 3 4 5 Designing a framework for a situational analysis of 
ICM in your organisation
1 2 3 4 5
1 2 3 4 5 Use of the findings of situational analysis to set 
strategic objectives and options
1 2 3 4 5
1 2 3 4 5 Process of formulation of an ICM strategy 1 2 3 4 5
1 2 3 4 5 Communicating the ICM strategy 1 2 3 4 5
1 2 3 4 5 Setting an M&E system for the ICM strategy 1 2 3 4 5
1 2 3 4 5 The process of updating the ICM strategy 1 2 3 4 5
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| 3. Summary Evaluation of the Training
Please complete the following by checking the column of your choice.










– Presentation of Material by Trainers
– Facilitation of Activities by Trainers
– Training Methods
– Participants/Group Activity Methods
1 To what extent do you feel prepared to perform the tasks related to ICM strategy 
development and implementation? Circle the number that best represents your 
opinion.
1 2 3






If you do NOT feel prepared to perform tasks related to ICM strategy development 
and implementation, please explain briefly, why you do not.
2 To what extent do you feel prepared to train other ICM professionals on tasks 
related to ICM strategy development and implementation? Circle the number that 
best represents your opinion.
1 2 3






If you do NOT feel prepared to train other ICM professionals on tasks related to ICM 
strategy development and implementation, please explain briefly, why you do not.
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3 What topic areas related to ICM strategy development and implementation would 
you like more information on, if any?
4 If you were given the task of redesigning this course, what would you change?




Benchmark: to use best practice in relation to products, services and processes from 
within the organisation or outside as a guide and reference point for improving or 
managing ones’ own practice.
Communication: a process by which people share their ideas, information, opinions 
and feelings.
Conflict resolution: The process of coming to an agreement and ending a conflict.
Conflicts of interest: A situation in which individuals or groups in an organisation 
have different interests to protect or goals to achieve from a given organisational 
initiative such as an ICM strategy.
ICM: the process by which an organisation efficiently plans, collects, creates, 
organises, uses, controls, communicates, disseminates and disposes of its information, 
communication and associated resources. As a discipline, ICM is a multidisciplinary 
field or practice spanning four main disciplines – information technology, information 
management, communication and management.
ICM functions: organisational units responsible for discharging information and 
communication activities and services.
ICM issues: ICM gaps, constraints and opportunities identified by an organisation.
ICM solutions: proposed ways and means to address ICM issues by an organisation.
ICM strategy: a plan of action and direction adopted by an organisation with regard 
to processes, objectives and resources to effectively acquire, utilise and communicate 
information for the benefit of the organisation.
Information and communications technologies (ICTs): electronic means of 
capturing, processing, storing and disseminating information including traditional 
ICTs (print media, radio, telephone and television) and new technologies (computer-
mediated ICTs).
Information policy: the set of all public laws, regulations and policies that encourage, 
discourage, or regulate the creation, use, storage and communication of information. 
These could be formal (example, legislation, regulation, common law) or informal 
(organisational rules and norms, standards and guidelines).
Innovation: making meaningful change to improve products, services or processes 
and create new value for stakeholders by adopting an idea, process or technology that 
is considered new or new to its proposed application. It is an exploitation of invention 
(or ideas, knowledge) for commercial or other purposes.
Lessons learned: Knowledge gained through experience, which if shared, would 
benefit the work of others.
Organisational communication channels: the means available in an organisation 
for employees to communicate with one another or other stakeholders outside of the 
organisation, such as face-to-face communication, memos, telephone, email.
Organisational learning events: Activities (e.g. training) and processes (e.g. after 
action report completion and analysis) that an organisation uses to learn from its 




Situational analysis: examination of the strengths (internal), weaknesses (internal), 
opportunities (external) and threats (external) affecting an organisation.
Staff feedback: views, comments, criticisms, acceptance and other reactions of 
employees of an organisation to a proposed initiative.
Staff segmentation: The process of grouping employees of an organisation based on 
some relevant parameter for a given purposes such as based on roles, functions, level 
of education.
Stakeholder: A person, group, or organisation that has a direct or indirect stake in an 
organisation and so can affect or be affected by the organisation’s actions, objectives 
and policies.
Strategic objectives: an organisation’s articulated objectives to address major 
change or improvement such as strategic objectives of an ICM strategy that identify 
the fundamental ICM constraints to be addressed.
Value of information: the essential contributions that data, information and knowledge 
have to the success of organisational processes, decisions and problem-solving.
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Acronyms and Abbreviations
ACP African, Caribbean and Pacific countries
CEO chief executive officer
CTA Technical Centre for Agricultural and Rural Cooperation
EU European Union
GIS Geographic Information Systems
HR human resources
ICM information and communication management
ICTs information and communication technologies
IICD International Institute for Communication and Development
IMARK Information Management Resource Kit
IT information technology
KAP Knowledge, Attitude, Practice
KIT Royal Tropical Institute, The Netherlands
M&E monitoring and evaluation
MOA Ministry of Agriculture
NAIC national agricultural information centre
NGO non-governmental organisation
PDF portable document format
QAS Question and Answer Service
RAM random access memory
SIP Strategy Implementation Plan
SMART specific, measurable, achievable, relevant, time-bound objectives
SMS short message service
SWOT strengths, weaknesses, opportunities and threats analysis
TOR terms of reference






ABC strategy  59–60
Acronyms  139
Ad hoc support  93
Alliances  59
Annual work plans review  43




Baseline data  105
Behavioural studies (observation)  31
Best practice information  4
Blue-sky thinking see Brainstorming
Brainstorming
 critical issues  51
 draft ICM strategy feedback  77, 78
 information needs assessment  31
 SWOT analysis  45
Briefing paper  19, 25
Buy-in  17, 25
| C
Case studies
 information audit  28, 38, 128
 Ministry of Agriculture see Ministry  
 of Agriculture case study
 private/public sector partnership 94
 sample terms of reference  126–130
Champion  17
 strategy implementation  93
Change
 adapting to  16
 managing  94–95
Change agent see Champion
Chief Information Officer  17
Closed questions  31, 42
Collaboration  36
Communication
 definition  2
 ICM strategy implementation   95, 96
 of information  2
Communication channels  75
 draft updated ICM strategy  112
 final ICM strategy document  82
 ICM strategy approval  79
 monitoring and evaluation report sharing  109, 110
 selection of  76–77
Communication needs, special groups  69
Communication skills, team leaders  22
Competitors  36
Compromises  60
Computers, ICT assessment  39
Continuous feedback  77
‘Cost of information’  40
Critical issues
 definition  51
 determining  51–52
 identification criteria  51–52
 themes  52
| D
Data  2
Data capture  91
Desk research  31, 32–36
 purpose of  32
Development plans  35
Development worker (extension officer)  23




Electronic information, access to  5
Environmental scanning  111
Evaluation
 goal achievement assessment  99
 impact measurement  99
 logic model see Logic model
 planning for  105
 of training  131–134
 see also Monitoring and evaluation (M&E)
Evaluation forms  121
Executive summary  65
Extension officer (development worker)  23
External moderators  92
| F
Face-to-face meetings
 draft ICM strategy  77
 ICM strategy approval  79
Facilitator’s notes  118–121
 ICM  12–14
 ICM strategy communicating  85–86
 ICM strategy document  72–73
 ICM strategy updating  115–116
 opening session of training  118
 prior to training beginning  118
Feedback  75–78, 84
 benefits  76
 collecting  75, 76–78, 84, 110
 communication channel selection  76–77
 documentation  78
 draft ICM strategy  75–78
 final ICM strategy  78
 meeting facilitation  77–78
 monitoring and evaluation report  109, 110
 processing  78
 segment staff  76
 time/place selection  77
Financial assessment  37, 40, 41
 case study  28, 40
 costs  40
Financial risks  58, 59
Findings presentation, resources needed  20
Focus group discussions  31
| G
Gate-keepers  93
Governmental organisations  35
| H
Hand-outs/slides  121
House rules (training norms)  119
HR audit  37, 40–41
| I
ICM  1–14
 current situation analysis  27–48
 definition  3–5
 importance of  3–5, 10
 lack of recognition of  8
 proving the value of  8
 related concepts  9
 strategy see ICM strategy
 training activities  12–14
ICM environment
 external  30
 internal  30
ICM strategy
 absence of  6, 7
 approval  79, 84
 benefits  7
 communicating  74–86
 definition  6–7, 10
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 development see ICM strategy development
 document see ICM strategy document
 draft, feedback on  75–78
 finalisation  78
 formulation  49–86
 implementation see ICM strategy implementation
 importance of  6–7
 mobilising resources  16–27
 national  9
 organisational  9
 outcomes-based reporting  18
 planning  15–48
 preparation  15–48
 reporting  16–27
 staff participation in  75
 training activities  12–14
 updating see ICM strategy updating
ICM strategy development  49–86
 change and  16
 critical issues see Critical issues
 goals/progress communication  81
 leader of  17–18
 obstacles to undertaking  18
 options identification/selection  50–61
 planning  15–48
 preparation  15–48
 process  17–19
 senior management approval  17
 team see Strategy development team
 terms of reference see Terms of reference (TOR)
 time needs  17
ICM strategy document
 administrative/technical issues  80
 background  65–66
 communication  80, 81–82
 content  65–69
 development methodology  65
 drafting  62–73
 editing  80
 electronic version  82
 executive summary  65
 facilitator’s notes  72–73
 feedback on draft  110
 findings summary  65
 formal launch  82
 formats  82
 implementation plan see Implementation plan
 language of  69, 71
 learning activities  70
 main body of  65–66
 needs  64
 obligations  69
 packaging  80
 people involved in  62–63
 principles  66
 production  80
 publication  80
 regulations  69
 responsibilities  69
 strategic objectives  66
 strategy scope  65
ICM strategy implementation  89–91
 ad hoc support  93
 champions, harnessing  93
 change, managing  94–95
 communication  95, 96
 effective  91–94
 gate-keepers, harnessing  93
 guidance  93
 issues  88–97
 learning activities  96
 open discussions  92
 participation  95
 partnership management  93
 phases  94
 plan see Implementation plan
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 regular team meetings  92
 shared vision  95
 updated strategy  112
ICM strategy updating  108–116
 draft presentation  112
 environmental change assessment  111
 facilitator’s notes  115–116
 formal process  111
 key steps  111–112
 learning activities  113
 reasons for  111
ICTs
 assessment  37, 38–40, 41
 intelligence brief  36
‘If–then’ links  99
Impact measurement  102
Implementation plan  67–69
 activities  67, 89, 90
 benefits  67
 budget  68
 inputs  68, 89, 90
 justification  67
 monitoring and evaluation  68, 91
 outputs  67
 presentation  67
 roles and responsibilities  68, 91
 target audience  67
 timelines  68, 89, 90
 updated ICM strategy  112
Indicators  102
 determining  102–105, 107
 ICM strategy effectiveness  104
 logical framework  103
 verifiable  104
Information
 acquisition  36
 communication  2
 concept of  2
 cost of  40
 money savings  3
 proving the value of  8
 tailor-made products/services  3
 time saving  3
Information access points  35
Information and communication management see ICM
Information and communication technologies (ICTs) 
see ICTs
Information audit  32, 37–43, 51
 areas for analysis  37
 case study  28, 38, 128
 framework  38
 purpose of  37
 questions to answer  37
Information clients  38
Information gaps  37, 41–43, 64
 identification  42–43
 potential solutions to  64
 questionnaire  42
Information generators  22–23
Information managers  22–23
Information needs assessment  29–43
 case study  28
 elements/parts of  27, 29, 31–32
 external analysis  30
 internal analysis  30
 methodology  31
 preparation  29–32
 tools for  31
Information policy  9
Information products  38
 information resources vs.  29
 types  29
Information resources  29, 38
 information product vs.  29
Information-seeking workshops  89, 90
Information services  30, 38
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Information suppliers  38
Information users  22–23
Informed decision-making  3
In-house information services  5
In-house/outsourced hybrid  124
Innovation  3
Intelligence brief  32, 35–36, 51
 competitors  36
 cultural context  35
 economics  35
 networks/collaborations  36
 other information suppliers/ 
 providers  36
 politics  35
 socio-political context  35
 technological context  36
International organisations  36
Internet
 ICT assessment  39
 intelligence brief  36
Interpersonal skills, team members  21
Interviews  31
| K
KAP (Knowledge, Attitude, Practice) survey  43
Knowledge  2
Knowledge, Attitude, Practice (KAP) survey  43
| L
Logic model  99–102, 107
 activities  100, 101
 elements of  100
 impact  102
 inputs  100, 101
 outputs  101–102
| M
Management bargains  59
Mapping  22
 template  23
Memos  79
Ministry of Agriculture alliances  60
Ministry of Agriculture case study  28
 financial assessment  28, 40
 information audit  38
 SWOT analysis  28, 46, 54
Mini-test  121
Mobile telephony  58
Moderators, external  92
Monetary contributions
 bargains  59
 compromises  60
Monitoring  99
Monitoring and evaluation (M&E)  8, 98–107
 indicators  102–105
 learning activities  106
 need for  99
 report sharing  109–110
 results review  111
Monitoring and evaluation report
 contents  114
 presentation  110, 114
 sharing process  114
| N
National ICM strategy  9
Networking  36
Networks  36
Non-governmental organisation (NGO)  35
 alliances  60
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| O
Observation (behavioural studies)  31
Open discussions  92
Open questions  31, 42
Operational partnerships  59
Opportunities
 redefined  48, 52, 53
 review  52
 SWOT analysis  44, 45
Organisational culture  21
Organisational ICM strategy  9
Organisational risks  57, 59
Organisational standing  35
Organisational structure  34
 amendment  57
Organisation profile  32–35, 51
 content  32
 information sources  33
Organisations
 ICM capabilities  4
 information needs  4
 unique functions  4
Outsourced consultancy  124
Ownership  60
| P
Partnerships, managing  93
Patience, team members  21
Peer group discussions  31
Peripherals, ICT assessment  39
Phones  36
Political risks  57, 59
Private/public sector partnership  93, 94
Problem solving  3
Progress review needs  99
Public openness  57
| Q
Qualifications, HR audit  41
Questionnaires
 information gaps  42
 information needs assessment  31, 42
Question types  31, 42
| R
Rapporteur, open discussions  92




Risk analysis  56–59, 61
Risks  56, 61
| S
Scientific information  4
Self-assessment form  121, 132
Session evaluation form  121, 131–132
Shared vision  95
Situational analysis  20
Skills
 gaps  91
 HR audit  41
Small-group discussions  78
Small organisations  21
SMART objectives  55
Smart toolkit  98
Staff, strategy approval  79
Stakeholder(s)
 categories  34, 43
 evaluation, planning for  105
 feedback  75
 inside organisation  43
 outside organisation  43
 as target groups  43
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Stakeholder analysis  43, 51
 information needs assessment  32
 involvement methods  43
 resource requirements  20
 staff segmentation  76
Strategic alliances, building  59–60
Strategic objectives
 achievable  55
 appropriate  55
 defining  55, 61
 development  52–56
 examples  55
 ICM strategy document  66
 language  55
 measurable  55
 specificity  55
 SWOT analysis and  52
Strategic options
 affordability  53, 57
 learning activities  60–61
 prioritising  56
 skills cost  53
Strategic option statements  52
Strategy development team
 balanced  21
 composition  63
 desirable attributes  21
 gender and  24
 ICM strategy document drafting  62–63, 71
 implementation team meetings  92
 leadership  24
 learning activities  25
 next steps  24
 organisation size and  21
 reasons for  21
 responsibility  24
 selection criteria  23–24, 25
 setting up  21–25
 specialisation  23
 staff level  24
 see also Team leader
Strategy implementation phases  94
Strategy Implementation Plan (SIP)  123, 128
Strengths  44, 45, 52
Strengths, weaknesses, opportunities and threats 
(SWOT) analysis see SWOT analysis
Summary evaluation form  121, 133–134
SWOT analysis  27, 44–46, 51, 54
 case study  28, 46
 matrix  44
 opportunities  44, 45
 resource requirements  20
 strategic objectives development   
 52
 strengths  44, 45
 threats  44, 45
 weaknesses  44, 45
| T
Tact, team members  21
Target groups  43
Team leader
 communication skills  22
 desirable attributes  21–22, 124, 129
 implementation team meetings   92
 knowledge requirements  21, 22
 leadership capability  21
 selection  24
 seniority  22
Team members  21
Technical risks  58, 59
Telecommunications assessment  39, 40
Terms of reference (TOR)  19–20, 25
 background  122, 126–127
 co-ordination  124, 129
 exercise  126–130
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 expected outputs  123, 128
 expertise required  124, 129
 headings  20
 implementation schedule  124, 129
 inaction results  122
 in-house exercise  124
 issues to be addressed  123, 128
 key documents  125, 130
 learning activities  25
 methodology  123, 129
 objectives  123, 127
 parent organisation presentation  122
 preparation template  122–125
 reporting  124, 129
 resource allocation  20, 125
 reviewing template  122–125
 scope  123, 127
 shortcomings/challenges  122
Threats  44, 45, 53
Top management, ICM strategy approval  79
Training
 agenda overview  119
 assessment  131–134
 evaluation  131–134
 goals/objectives  120
 introduction  119
 modules covered  120
 opening session  118
 venue  118
 welcome  119
Training norms (house rules)  119
Training pack  121
Training team  118
| U
Unprocessed data  2
| W
Weaknesses  44, 45, 52
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